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EXECUTIVE SUMMARY 

The USAID Uganda's Investment m Developmg Export Apculture (IDEA) Project is a 5-year 
$25 rmllion project that commenced m 1995 It is designed to mcrease the export of Uganda's 
Non-Trdoonal Agricultural products It focuses on flowers, hu ts  and vegetables, splces, mam 
and beans It does not work wth coffee, tobacco, tea, and cotton, whch are considered tracbhonal 
exports 

The Project is one of the major achvlhes designed wth the Government of Uganda to realm the 
USAD Mssion's Strategc Objechve of mcreasmg mcomes for rural men and women The 
project is unplemented m collaborahon wth the Mmshy of Tounsm, Trade and Industry 
(MITI) The Project is provlded oversight by an IDEA Steenng Comrmttee (ISC) composed of 
representabves fiom USAID, selected Pnvate Voluntary Orgamatrons, Ugandan public and 
pva te  stakeholders, and Peace Corps 

The project is made up of two elements, the Agnbusmess Development Centre (ADC) and a 
Grants Program The ADC is the operatmg w g  of the project and it focuses on mprovmg 
produchon and marketmg of selected commdbes and is mplemented by a TA team provlded by 
an rntuhonal contractor, Chemomcs Internahonal Inc The USAID Mssion a h s t e r s  the 
Grants program It is designed to provlde financial support for research and techrucal assistance 
for the commdhes targeted by the ADC 

The TA contract provldes for a 52-month extension conchhoned on sahsfactory performance and 
avadability of finds The major purpose of the evaluahon was to assess performance and advlse 
on extension of the Project and the msbtuhonal contract The evaluatron found that the project had 
achleved or exceeded most of ~ t s  targets It is expected that by the end of the mhal 5 years, the 
project w11 have acheved all major targets The project has put m place a well-qualified team of 
techcal assistants and has developed efficient management of the project It has exceeded its 
targets by, amongst other h g s ,  bemg proactwe m creatmg partnershps wth a wde range of 
orgamzahons The ADC IS seen as a centre of excellence for apcultural export promohon by the 
pnvate sector, Government of Uganda and other donors 

The Project has succeeded m generatmg annual exports of appromately $20 rmlllon per year of 
hgh value cornrndtres and $17 rmlllon per year (m 1998) of low value commdhes Increased 
mcomes fiom m w  and bean produchon m the range of $7 rmllion per annum have been 
achleved The project has developed an mnovatrve system for pnvate sector mput supply and 
technology transfer It has developed a group of exporters of hgh  value products that provldes 
Uganda wth a core of agn-busmesses capable of competmg m global markets 

The Project has had a poslhve Impact on generatmg mcome for rural households The hgh value 
export enterpnses have generated an eshmated 4,000 permanent jobs and mcreased revenue to 
23,650 small holders and employees Work wth generatmg mcreased produchon and trade of 
m a w  and beans has unpacted on 120,000 small scale farmers by providmg Improved produchon 
and post-harvest handlmg technolog~es Annual benefits to these mchvidual farmers are estrmated 



to be m the range of $50 to $200 dependmg on the amount of land planted to new vanebes and 
managed wth Improved proctuchon techmques 

The project IS puthng m place structures that can eventually sustam growth wthout conbnued 
donor mvestment 

It is unqueshonable that the Project IS servlng its purpose m achevmg 1ts god and purpose by 
mcreasmg household mcomes through NTAEs All the Prqect targets are bemg met or exceeded 
whch the Evaluators attribute to excellent contractor mormance IDEA mtervenhons are 
wdely known m Uganda. 

The Low Value ( m m  and beans) component has been successful m developmg and wdely 
extendmg rmproved technologes and as such has done an excellent job of addressmg the pnmary 
cause of low f m e r  mcomes - meffic~ent p r h b o n  prachces It should now devote more effort 
to ~denhfymg and developmg producer groups that are the most capable of usmg more efficmt 
technologes to produce quality products for cornmerclal markets Now that the project has the 
experience m extendmg technologes, effort should also be made to explore the produchon and 
marketmg of other staple cornmdbes such as confechonery crops (sesame and groundnuts) 

The figh Value component has a sound approach to idenbfymg and developmg hlgh value 
exports It w11 need to avoid overload by conbnung to be ngorous m choosmg the acbwbes that 
have the hghest potenhal The hgh value export sector wrll need support fiom the Project, the 
Mssion and the Government to m m t m  and Increase compehbveness m the global market Areas 
for part~cular attenbon are use of market mfoomabon, pemcide use and handlmg safety, 
unprovmg mechatllsms for financmg and credt, and mprovmg the efficiency of transport and 
handlmg 

Developmg compehhve agriculture sectors has a hgh potenhal for payoff to USAD mvestments 
But full payoff can only be acheved by staymg wth the effort for a relahvely long penod. The 
Mssion's lrfe of strategy m th~s  area should be a flll~llfnum of 10 years Shorter-term strateges 
for lncreasmg mcomes wll  probably not have broad unpact nor be swtamable 

Overall, the Prqect can be made more efficient by screerung out achvibes that do not have dxect 
unpact on increased exports or unproved f m  gate mcomes Addhonally, the prqect must 
conbnue to be ngorous m choosmg actmhes and partners that have hlgh payoff to management 
tune and techcal assistance 



Major Recommendahons 

In hght of the progress made, lessons learned and wth a vlew to consol~dabng achrevements, the 
followrng recommendabons are put forward 

- Remew the life of the SO1 strategy to determe the length of tune necessary to aduevmg 
major changes m economlc sectors that wdl result m mstamble mcome Increases for 
rural men and women In the opuon of the evaluators, based on case lustones fiom other 
countnes, and the fledgmg state of development m Uganda, another decade IS a reallac 
comtment  for NTAE mtervenbons 

- Extend the Project at the least through 2004 

- Add two more expatriate long-term techcal assistants and two more local long-term 
techcal spec~ahsts to the Low Value and High Value components but do not replace the 
expatnate long-term techcal assistants under Busmess and Fmance and Research 
Educahon 

- With the exceptron of contmumg the grant to APDF, the Wssion should phase out the 
current USAID managed grants program Resources fiom the Grants element should 
be used for the same purposes but should be managed to the extent feas~ble by the 
ADC Also, to the extent possible, slmpler mechamsms such as direct purchase of 
mputs and fixed fee contracts for services should be used m place of grants 



IDEA EVALUATION 

I BACKGROUND 

The IDEA Project was mhally designed as a 5-year $25 mllion project focusmg on 

* Expandmg low value food exports to regional markets, and, 

* Increasmg produchon and export of hgh value products 

The project is to acheve these objecbves by provldrng support to pnvate exporters and traders 
through a verl~cally mtegrated "cornmod@ systems" approach The IDEA Project is berng 
rmplemented through an mshtuhonal contract wth Chemomcs, wh~ch began m Apnl, 1995 and is 
scheduled to termate on February 23, 2000 The contract contams a pre-competed ophon for a 
contract extension of 52 months This extension is conhboned on.sahsfactory performance durrng 
the first phase and avadability of h d s  

In 1997 the Msston reengmeered and reorgamed its portfolio around Strategic Objechves It 
rncorporated IDEA mto So l ,  the objecbve of which is to rncrease lncomes of rural men and 
women The IDEA project is a key component of this SO and has as its purpose to mcrease non- 
trahhonal agrrcultural exports (which essenhally excludes already structured sectors such as 
coffee, tea, cotton and tobacco) The project has two major elements, the Agnbusmess 
Development Centre (ADC) and a Grants management aspect The ADC element focuses on 
rmpromg produchon and marketmg of selected comrndbes and is rmplemented by a TA team 
provlded by Chemomcs The Grants element is a h s t e r e d  by the USAID Mssion It is 
designed to prowde financial support for research and techcal assrstance for the cornmdhes 
targeted by the Prqect The planned GOU contnbuhon to the project over the mhal 5-year 
p o d  1s $1,000,000 

There are a number of other M[lssion achvlbes under SO1 wh~ch complement the IDEA project 
Among these are FEWS, the ACDWOCA PL-480 local currency funds, the ACDINOCA 
volunteers and the Post Harvest Handlmg and Storage (PHHS) Project IDEA is c m e d  out m 
collaborabon wth a wde range of partners rncludmg other donors, Pnvate Volunteer 
Orgafllzahons (PVOs) and host country associahons The project is officially sancboned by a SO 
agreement signed between USAIDLJganda and Jhe Muustry of Tounsm, Trade and Industry 
(M?TI) The Project is prowded oversight by a s t e m g  c o m t t e e  composed of representahves 
of USAID, MTTI, the Muustry of Agriculture, h a l  Industry and Fishenes @WAF), the 
Nahonal Agr~cultural Research Orgmsabon (NARO), Makerere Uluversity (MUJ Peace Corps 
(PCVs), VOCA and representahves from producers and trade associahons A l~st of current 
steenng comrmttee members is found m Annex 4 



IDEA was preceded by the ANEPP Project, wh~ch focussed on settmg a favourable pol~cy 
environment and then later prowded hands on support for NTAE development ANEPP prowded 
the analysis that led to the IDEA Project's mhal commodity focus (mam, dry beans and hgh 
value hort~cultural crops) and mhated actwlhes to address many of the operational constmmts 
facmg new entrants mto the sector 

A. Prewous Evaluabon 

The IDEA prqect was last evaluated 2 years ago (Feb-Mar 1997) The purpose of the evaluatron 
was to examme the progress of the project and to make recommendahom for future plar~n~ng and 
mplernentahon The evaluatron was to be used to fine tune on-gomg mplementat~on of actrwtres, 
~denhfi where the project was havmg ~ t s  greatest mpact and to ~denhfy where progress had been 
less than anhc~pated 

Overall, the evaluanon team felt the project was malang excellent progress toward achlevmg ~ t s  
objectrves It was concluded that the "cornmodlty system" approach was workmg and ~t was 
recommended that the project contmue its pnvate sector NTAE chent focus The evaluahon team 
noted that the achievement of mtermehate results such as, technology packages developed, 
number of field demonstrahons, field day attendance, seed mulbphcahon acbwhes, and market 
mformabon Qssemmabon would mdlcate that good progress was bemg made toward achevmg 
the project purpose 

On the hgh value slde, the project was already exceedmg ~ts LOP targets for lncreasmg the export 
value of HV crops The mam concern the evaluahon team had wth the High Value Component 
was the fact that llrmted TA and financ~al resources were affectmg the extent to whch technology 
packages could be Qssemmated and uhllzed 

There was a strong mhcahon that mcome mcreases as a result of an m e a s e  m low and hgh 
value crop exports were bemg reallzed On the low value s~de, ~t was found that mcome mcreases 
were llkely to anse fiom an mcrease m the adophon of technologes that mcreased labour and land 
produchwty For high value crop producers, mcome Increases were bemg reallzed through access 
to markets that allowed cl~entdbenefic~anes to recelve hgher net returns to land and labour than 
before In adQtron, there was a good mhcatron that there would be mcreased mcome m the 
support m c e  mdustnes due to mcreased demand for these servlces However, more mformahon 
was needed to determe what trade-offs were bemg made at the household level m order to more 
accurately capture mcome Impacts It was recommended that the project make unprovements m 
recordmg unpact 

Areas where project unpact had been less than anhcipated were m assoclahon development and 
busmess and finance support actrwhes The project assumphon was that commdty assoc~atrom 
could be the major vehcle for developmg a mstamable structure for prowdmg the techcal and 
busmess support m c e s  to producers and exporters It was, however, found that assoc~ahom 
would only have that capaclty after the creahon of strong and suskmable firms 



Followrng this observabon, project work wth associaborn was accordmgly mdf ied  dunng the 
first phase The ADC contmues to support associahons, but only as a comrn~cabon vehcle 
between the ADC and the member firms on common issues such as tmnmg and regulatory issues 
Slrmlarly, it was ongmally assumed that banks would be wllmg to change thelr lendmg pracbces 
to provlde loans on the basis of sound busmess plans Banks were, however, found to be reluctant 
to abandon theu reqwement of hgh levels of collateral for loan baclung and were generally 
reluctant to mvest m apculture l lus has reqwed the project to devote much more tune to 
medating loan requests than was ongmally anbcipated 

The evaluabon team felt that mcreasmg field level presence had the greatest potenhal for 
mcreasmg project Impact It was therefore recommended that the project contmue to explore 
opbons to mcrease ADC's field presence 

B Purpose 

The present evaluation (second) was scheduled for the end of the first five years of the Project, 
September 1999 It was moved forward to Febnrary/Apnl 1999 to prowde tmely mput mto 
several major Wssion management decis~ons The current PACD has been extended by the 
signature of the SO agreement through September 2002 However, the p o d  of the current TA 
contract ends on February 23,2000 

Thls evaluabon IS to provlde a retrospectwe analysis of progress and unpact and advlse on 
extendmg the current TA contract It IS also to prowde rewsed results framework and mdcators 
for a second phase of the contract Adhbonally it exarmnes the Grants component of the Project 
ulth a wew to prowdmg gudance on the effecbveness of the mechamsrn and gwcfing decisions 
on allottrng addbond resources and lmprovmg management More generally, the report examxnes 
the effectweness of the project m achevmg SO1 results and respondmg to the GOU strategy The 
terms of reference for the Evaluabon are found zn Annex 5 

C Methodology 

The first evaluahon (1997) conducted extensive field mtmews to venfy the achevements and 
achmbes of the project and the reliability of project acbvlty momtomg The project was found to 
have an effecbve momtonng system and project reports provlded an accurate reflecbon of the 
acbvlbes and progress acheved The current evalwon relies heavlly on the mformabon provlded 
by the project for both retrospecbve analysis and conclusions on the work acheved to date, as 
well as, analysis leadmg to recommendahom on future achvibes In addbon, the present 
evaluators met wth  the enbe ADC team, most of the collaborators, other donors and about 25 of 
the ADC clients d m g  field visits and client wsits to the ADC The project has a bwlt m capacity 
to idenbfy and explore new acbwhes Thls capacity has perrmtted the project to lay the 
groundwork for forward p l m g  The report prowdes a bnef desmpbon of the achvlhes 
undertaken to perrrut the reader to understand the project and follow the Qscussion of findmgs 
This descnpbon does not always do jushce to the complexity and breadth of these acbwbes The 
project TAs have done an admnable job of documenbng what they do and how they do ~t Issues 



related to more detaded aspects of the project not found m h s  report can r e d l y  be explored wa 
the project reports and tmmng documents Some of the reference matenals rewewed during the 
evaluahon exercise are cited m Annex 6 The hst of contacts made is shown m Annex 7 

D Agnbusmess Development Centre (ADC) 

The Agnbusmess Development Centre (ADC) was created by the msWuhonal contractor and IS 

the headquarters for operahons of the project It is h d e d  dxectly by the TA contract but it also 
collaborates closely wth other Prqects and Mss~on Acbwhes such as the Grants element of the 
IDEA project, the F a m e  Early Wammg Systems (FEWS) Project and the ACDWOCA PL- 
480 Program Many donors and PVOs and the Government of Uganda who are worhng m 
agriculture look to the ADC for sector experhse and advlce m project plannmg 

By bemg an aclmowledged center of experhse, the ADC has been able to leverage addbonal 
resources for achevmg Project goals by partnemg wth other donors and PVOs The Centre's 
approach to d e h g  and nnplementmg acbwbes is based on a market-led, commdty sector 
approach wl-uch mhates acbwhes by first loolung at market opporhmbes and constrajnts for a 
Ugandan agricultural commdty that falls wthm the project defitubon of a non-tracfibonal 
agmcultural export Based on h s  lmbal screenmg, the selected cornmodlbes are further screened 
to deterrmne the feasibdlty of overcommg marketmg and producbon constrajnts The more 
promsmg cornmodlbes are firrther pursued wa an array of acbwhes chosen on the combant that 
IS bang addressed 

The ADC (wth resources fiom the Grants element of the project) shares nsks of developmg 
certam cornmodlbes by s h a g  the costs wth producers and traders for market research, market 
lmkages, overcomg transport conshunts, adapbve research, Lmprovmg management and 
procfuchon techmques and associabon development It assists m developmg loan request. and 
obtammg financmg for enterpses and prowdmg produchon and busmess management advisory 
servlces It also provldes market mformahon and other mformabon relabve to pohcy and 
regulatory issues and assists the vanous commochty sectors as well as the government and donors 
m understandmg and overcommg related combants Informal tmmng, mcludmg the use of field 
demonstrahons is an mtegral part of project assistance S g h  value sectors have been approached 
more on an mdvldual producer/processor basis Low value cornrndhes have been approached 
fi-om a broader approach to reach the wde range of clientele mvolved m low value cornrndty 
producbon 

The ADC operates under the Wsslon SO1 Agreement wth the Muustry of Tourism, Trade and 
Industry (MTTI) It IS provlded pdance by the IDEA Steenng C o m t t e e  (ISC) whch was 
created wth the mtenbon of achevmg broad stakeholder mput mto the Project Via the Steenng 
Comt tee ,  the ADC has permanent official worlang relabonshps wth publ~c sector enhbes such 
as the Mmstry of Agriculture, h a l  Industry and Fishenes (MAAIF), the Nabonal Agricultural 
Research O r g m h o n  (NARO), the Uganda Export Promobon Board (UEPB), and wth the 
pnvate sector wa the SIX commdty and professional assoclabons that are represented on the 
c o m t t e e  The ADC has an open door pol~cy that encourages mdmdual contact on a dady bas~s 



wth pnvate firms, pubhc sector offic~als, and other donors USAD has speclfic responslbhbes 
for techcal and rnanagenal oversight of the ADC 

The Centre IS currently orgarwed around a H ~ g h  Value Component and a Low Value Component 
These are supported by five other components, Management, Busmess and Fmance, Mo~utonng 
and Evaluabon, Assocrat.lon Strengthmg, and Edumon and Trauung It unplernents actwlhes 
vla a wde array of partnerslup arrangements wrth PVOs, commdty assoclahons, and pllvate 
enterp~lses It IS currently staffed by three Expatriate Long-term Techcal Ass~stants (LTTA) and 
five Ugandan Techcal  Ass~stants Two former expatriate LTTAs completed thew tours of duty 



I1 LOW VALUE COMPONENT 

Uganda, due to its land avadab~lity and favourable growmg con&fions, has the potenhal to greatly 
mcrease producbon and exports of food crops to surroundmg countries In years when 
produc~on condibons are favorable, Uganda generates surplus for export But this surplus is 
pnmanly the result of subsistence farmers marketmg excess production acheved as a result 
of favorable ra~nfall Consequently, national production fluctuates wdely from year to year 
The ADC found that Uganda could not be a reliable supplier of commodities to export 
markets wthout creatmg a larger number of farmers who are onented toward market 
production and have access to the technologes and mputs necessary to efficiently generate 
surplus on a regular basis The project has therefore developed a strategy for increasmg 
Uganda's ability to produce surplus commodities by addressmg the followmg areas 

- development and promotion of more efficient produchon technologes, 
- development of d l e  sources of mput supply, 
- improvement of markebng efficiency and market access 

The crops targeted by the Project and mandated by the contract under the Low Value Component 
are mam and beans Both of these comrndbes present opporturzlhes for export and at the same 
tune offer opportUTllt.ies for broad based and gender ecptable mcome generatton and food 
secunty The project is explomg the feasibllity of firrther development of peanuts and sesame 

The Project is concentrated on 12 distncts These are Kasese, Kabale, Iganga, Kapchorwa, 
Kamuli, Rakai, Masaka, Masmdi, Mpig, Mbale, Nakasongola and Apac These distncts 
were chosen on the bas~s of potentla1 to produce marketable surplus, access to markets and 
the avadability of partner orgmzations to support Project mtervenhons The ADC has the 
latitude to operate in other distncts if there are opporhmties for meetmg project goals 

The client groups are small subsistence level farmers, commercial farmers, stochsts and 
traders For the purposes of c h a r a c t m g  target groups, the ADC has defined three categones of 
chent farmers The first is subsistence farmers who farm for home consumpbon and farm less 
than srx acres The second is small scale commercial farmers whose farms run from 6 to 50 acres 
and are cornrmtted to f m g  as a busmess for profit but don't own thelr own fimmg eqwpment 
The thxd is mechamzed farms of more than 50 acres who are desmbed as mehum scale 
commercial farmers 

The Project uses a cornmod~ty cham approach to the development of production and 
marketing of targeted crops Traditional extens~on approaches have focussed only on 
transfemng improved production technologies The approach used by the ADC recognizes 
that improved production capacity requires not only improved technologes, but access to 
credit, sustainable input supply and reliable output markets The ADC has developed a 
program that addresses the total spectrum of constraints in each commodity chain and links 
the achevement of production increases to input and output markets 



A Descnphon of Actmhes and Project Progress 

1 Technology Development and Transfer 

The IDEA Project, m collaborat~on wth a wde  range of partners such as NARO, Stoclusts, 
NGOs and PVOs, has developed and promoted a package of rmproved productlon and post- 
harvest technologes for malze and beans The essential components of the productlon 
technology package are 

- improved vanebes, 
- fertilrzer use, 
- seed dressmg, 
- optimum plant density, 
- t~mely plantmg, 
- lme plantmg, 
- weed control, 
- pest scoutmg and control, 
- crop rotatrons 

This package IS promoted vla demonstratlons at the vlllage level for small scale farmers, 
speclallzed tramng courses for a s p ~ m g  cornmerc~al farmers and advlsory servlces to 
established cornmercrai farms and collaboratmg partners Improved producbon practrces are 
also promoted vla a regular senes of radlo programs m 5 local languages and newspaper 
artlcles 

Demonstrahon Program 

In order to overcome the overall lack of product~on, the Project, m partnershp wth PVOs, 
NGO's and extension servlces has undertaken a large scale demonstration program to 
promote the practices descnbed above Contract targets for thls program were set to reach 
9,000 farmers by the end of the Project The ADC has far exceeded this target Ln 4 years t h~s  
program has grown to 4,000 demonstrabons annually that have reached an estrmated 150,000 
farm farnrhes Thls effort IS part~cularly slgmficant because ~t IS the only systemat~cally 
orgamzed outreach program m Uganda 

Thls program has been successful in creatmg a slgmficant number of adopters and has been 
an rdeal mechanism for provldmg an opportunity to rural households to lmprove the~r Income 
levels 

The Project IS begnnmg to obtarn some mformatlon on adoptlon rates These rates vary 
wdely between d~str~cts The adoptron rate for unproved seed ranges fiom 25 to 85% 
Adoptlon of proper spaclng ranges fiom 33 to 90% Adoptlon of fertdrzer use IS m the range 
of 1 to 25% 



As a result of the demonstrations, a large number of farmers are now takmg the mitlatlve to 
procure their own Inputs from stoclusts and are no longer relymg on project interventions for 
Input supply 

Commerc~al Farmers 

The Commerc~al Farmers program mcludes both formal tmmng programs and on-farm advlsory 
servlces The planrung target set by the ADC for the program m 1998 was the establishment of 
1,250 hectares of cornmerclal farrmng achwhes The project is currently assisbng 16 farms and 
the planrung target for the Project has been 100% aclzleved Annual produchon fiom these farms 
m 1998 was 6,200 Mt 

The project conducts short tramng courses for commercial f m e r s  Ths program commenced m 
1998 Forty f m e r s  have been tmned to date There is a strong demand for h s  tmnmg One 
hundred forty can&dates have apphed for attendance The program wdl be expanded and held 
b g  both g r o m g  seasons m 1999 

During the early years of the first phase, there was some arnblvalence about h s  program m the 
fission due to the concern that lt was favonng a wealher chent group l h s  debate nhbited the 
ADC fiom semng hlgher work planrung targets and devotmg more energy to the program m 
general It has been shown however, that there is si@cant scope for achlevmg project goals ma 
h s  program lf there is sufficient resources for p rovihg  techcal support 

The commercial farmer program is mportant to mcreasmg commod~ty produchon and volumes 
for export Although the subsistence group can produce a surplus dunng excellent seasons, th~s is 
obviously unrehable It IS ~mpossible to achleve market penetrahon wthout a rehable supply of 
quality comrndty The commercial mterventron is therefore a means to secunng a poslhon for 
Uganda m quality onented regonal and mternahonal markets Th~s  secure poslhon wll benefit 
subsistence farmers when surpluses are produced. 

The ADC feels that the program IS an Integral part of ~ t s  strategy and the current SO1 Team is 
favorable to providmg wholehearted support It is antmpated that the ADC wll maease efforts to 
develop thls program P l m g  targets for the commerc~al program should be mcreased to at 
least 5,000 hectares and should target a .  least two hundred chents 

Technology Development 

The Project's efforts m technology development have been concentrated on the development 
andlor testmg of unproved vanehes Vanety release and mtroductron bullds on breedmg work 
done by NARO, Internahonal Apcultural Research Centers (CIAT and CIMMYT) and Pnvate 
Seed Compames The Project has assisted h s  work via the Grants element, wh~ch supports 
operatmg expenses for the NARO M w  and Bean Programs and techcal oversight from ADC 
There IS alsoa Seed Mulhpl~cat.lon and Dlstnbuhon grant h e  ~tem adrmrustered through a PIOIC 
Project support has been most useful m the unprovement, development and testmg of Improved 



vanehes and hybnds and completmg the screerung process necessary for theu official release 

The Ugandan mam Longe 1 is a composite vanety released by NARO approximately a decade 
ago It has been the major m a m  vanety promoted by NARO for mproved maze produchon 
The Project prowded support to the NARO marze program to Improve the vanety by 
mcorporatmg addlhonal Qsease resistance The yeld potenbal of Longe 1 has been mcreased by 
approxunately two tons and now has a demonstrated yeld potenhal under optmal condlhons of 
6,800 kg/ha and is adapted to a wder range of producbon enwonments 

The Prqect has assisted NARO m developmg two locally bred hybnds and has mtroduced two 
hybnds fiom pnvate seed cornparues m Zlrnbabwe These have all been officially released and 
seed producbon mbated- These are the first hybnds to be officially approved and released m 
Uganda. The two Ugandan hybnds developed wth Project ass~stance have yeld potent& of 
7,500kg/ha and 8,400 kg/ha. The yeld potenbal of the two hybnds mtroduced fiom Zmbabwe IS 

9,300 kg/hectare and 10,200 kglha. 

All of the above yleld figures are much hgher than other Improved Ugandan vanehes, whlch 
have yelds m the range of 2,000 to 4,000 kglha. Yield potenbal of M b o n a l  (mproved)  
vanebes is generally m the range of 1,000 to 2,000 k g h  

For beans, the project has managed to s M  the emphasis m vanetal development fiom an mward 
focus on local markets to the development of matenals that have the potential for local, regonal 
and mternabonal export markets Thls has resulted m the release of two hgh yeldmg whlte types 
(large and small seeded) as well as one dark red hdney and a sugar type bean whlch are m hgh 
demand m Southern f f ica .  Project support has also resulted m the release of three cllmbmg bean 
vanebes for use on small farms m the hghland areas 

One major achevernent of the Project has been to force the issue of officially releasmg vanebes 
Pnor to the meetmg held m March 1999 the Vanety Release Comrmttee had not met for 5 years 
Fdure to officially sancbon new vanebes IS a &smcenhve to crop breeders because theu 
professional recogrubon is acheved wa thls process More mportantly, the development of a 
modern seed mdustry IS dependent on seed producers k n o w g  the quality and charactmsbcs of 
the vanehes that are bemg prowded to them by research mshtubons Official release of vanehes 
guarantees that thls dormahon IS generated and also sends a clear signal to seed producers and 
mput suppliers that the vanebes can be extended to fanners wth full confidence m then 
paformance potenbal 

Now that the Project has succeeded m obtammg release of several hgh yelchg vanebes the Issue 
of release IS not an mediate obstacle to project mplementabon Nevertheless lt should be noted 
that the official release process for new vanehes, whch is overseen by NARO, has been slower 
than necessary The project, and more mportantly producers, are dependent on NARO for the 
development and testmg of vanehes If NARO is gomg to be an effecbve partner it needs to 
Increase its comrmtrnent to malung the vanetal release process funcbonal and to guaranteemg 
adequate supplies of foundahon seed to pnvate seed producers 



Although not mandated by the contract, the ADC has taken the mtiative to work wth 
groundnuts and sesame It has supported the development of an improved groundnut vanety 
and IS now bullung seeds for ~ t s  demonstration and production For sesame the project has 
mlbated tnals for developing improved agronomic practices Most recently the Project has 
also begun collaborating wth Novartis, the Krnyara Sugar Works and NARO on conductmg 
tnals of newly developed sugar beet vaneties for troplcal environments The project is also 
worlung on the development of lmproved f e r h k  recommendahons for marze and the extension 
of the use of green manure crops Different terrmte control measures are also bemg explored 

Seed Mulbphcahon and Dlstnbuhon 

The Project has acheved notable success m Seed Mulhphcahon and Distnbubon The Project's 
achevement m mcreasmg seed sales is one of the strongest mdcators of its success m achevmg 
adophon of unproved technology and mcreased produchon From a seed sale baselme for mam 
of 200 Mt per annum m 1995, the project has seen sales Increase by an average of 50% per 
annum Current total sales of seed maze exceed 1,500 Mt per annum f i s  quanhty is sufliclent 
for seedmg approxlrnately 50,000 hectares 

One pnvate f m  and three PVO/NW groups are bemg assisted by the Project m u n e g  
mulhplicabon and dstnbuhon of bean seed The Prqect has prowded h d m g  (fiom PL-480 
funds), unproved seed and techcal advlce to these groups Sale of unproved bean seed has 
mcreased from next to notlung at the begmrmg of the project m 1996 to 500 Mt for the first 
season of 1999 

Most of the seed produchon m Uganda has been done by the Uganda Seed Project (USP) usmg 
contract f a rma  and it st111 produces the largest part of the seed dstnbuted. However, the Project 
is playmg a very poslhve role m developmg pnvate seed firms by developmg seed demand to the 
pomt where seed produchon is attractwe for pnvate firms The mcreased market demand has 
stundated 2 pnvate firms to regster as seed houses and establish ther own contract growers, 
mspechon and cerhficahon procedures and marketmg W e s  One pvate  firm has been 
licensed to produce the hybnds mtroduced fiom Zunbabwe The Prqect is also assistrng pnvate 
firms by prowdmg techcal advlce on seed produchon and handlmg and Indung seed producers 
to dstnbutors One of the pnvate firms assisted by the project has acheved annual sales of 2,000 
tons to relief agencies operatmg outslde the prqect zone m the north Th_ls result is not du-ectly 
related to the Project's pnrnary focus, but it is an example of the success the Project IS havmg m 
creatmg greater strength m the Ugandan agricultural sector Hybnd seed producbon is now 
begmnmg Twenty metnc tons were produced dunng the past two seasons Projected 
consumpbon of hybnd seeds for the 1999B season is 100 tons Pnvate firms are now m a posibon 
to begin assurmng much of the market that is currently held by USP 



2 Stocht Program & Input SuppIy 

Pnor to the IDEA Project, agricultural mput requrements m Uganda were addressed by ad hoc, 
publlcldonor schemes that prowded ferhlrzer and seeds on a subsl- basis Thls approach to 
mput supply IS non-sustamable and mefficlent and very few mputs were actually dstnbuted or 
payments remtted. S-ed mprovernents m agricultural producbon cannot be acheved 
wthout creatmg a supply system, wh~ch is financially ststamable and has dstnbubon networks 
that provlde outlets that are geographcally sltuated close to producers 

The IDEA Project has addressed th~s problem by creatmg an mnovatwe mput supply system that 
is based on exlstmg busmesses m rural areas Thls program called the Agent T r m g  And Input 
Network (ATAIN) llnks nahonal level mporters to regonal dxtnbutors who m turn supply rural 
remlers (stoclusts) wa a loan guarantee scheme created by the ADC usmg funds prowded by the 
PL-480 program Under thls arrangement dstnbutors place mputs wth stoclusts and recelve 
payment each tune the stoclust's mventory is replashed The major mputs handled by this 
program are ferhlm, seed and, to a lesser extent, crop chemcals Seeds are prowded to 
dstnbutors by the Uganda Seed Project elther on a cash or credt basis dependmg upon the cre&t 
worthmess of the dstnbutor 

The program entads trammg of pmclpatmg dstnbutors and stoclusts m busmess management, 
product knowledge, safe use of pesbcldes, and the apphc&on of the unproved technology 
package Stoclasts are bemg tmned to prowde techcal mformabon to farmers to accompany the 
sale of mputs and are bemg assisted and encouraged to set up demonstratron plots Via thJs 
program the Project IS creatmg a sustamable mput supply system that also prowdes mformahon 
and techcal outreach m c e s  The program currently covers 25 regonal dstnbutors and 106 
stoclusts The major pornon of seed sales for the project are now handled by th~s system whch 
sold approximately 800 tons of m m  and 500 tons of bean seed m the 1999A season Fertrlrzer 
sales have reached appromately 300 tons The program IS now servlcmg the mput reqwements 
of 6,900 farmers 

The W U  IS currently elaboratmg ~ t s  strategy for the modemmbon of agriculture The stoclast 
program is now seen as a model by the GOU for prowdmg producbon mputs on a pnvate and 
sustsunable basis 

Thls pnvate approach to prowdmg mputs has been rendered more ddficult by W U  and other 
donor prachces of prowdmg ferhlm and seeds for £tee, wth heavy subsldes or by usmg non- 
transparent dstnbut~ons systems The Mmon has mcluded thrs Issue m its policy dalogue wth 
other donors and the GOU The Muustry of Agriculture IS at least m theory supporhng the ADC 
m dscouragmg donor and N W  gve-aways Nevertheless thrs contmues to be a problem The 
Japanese are prowdmg f & l m  to selected local mporters who m turn retall them at subsldlzed 
pnces Th~s f & l m  IS not the correct formulabon for most producers' needs The blgger 
problem wth this program IS that ~t creates a dsmcentwe to pnvate mput traders who have 
attempted to supply the Uganda market wthout subslhes The mput supply network that the 
ADC IS attemptmg to put m place could be dsrupted by th~s program The Mssion should 



contmue its vlgorous efforts to &scourage the GOU fiom supporhng subs~cfized mput schemes 

3 Marketmg and Post Harvest Handhng 

Project activities m marketmg include tramlng m post-harvest handlmg, provlslon of market 
mformation to producers and traders, assistmg linkages between producers and traders, 
Idcmg traders to export markets and assistlng traders m obtamng credit for gram purchases 
(whlch is more thoroughly descnbed m the Busmess and Flnance sectlon of h s  report) As 
an example of the progress that the Project is achevmg, in 1998 the Project generated formal 
sales of 45,000 metnc tons of malze and beans to relief agencies and 8,000 metnc tons to 
pnvate purchasers 

One major actlvlty is the Cornrnmty Based Marketing System (CBMS) I k s  program has 
developed 25 buying centers m 3 d~str~cts, whch asslsts vlllage level producers groups to 
unprove handling and bullung of product and llnks them to traders T h ~ s  program stimulates, 
for the frrst bme m Uganda, the production of quality, market-ready maize from the village 

The major formal market ~denbfied for m a m  and beans smce project mcephon has been WFT for 
rehef feedmg m Uganda and neighbormg countries Some formal contracts for slrpply of regonal 
markets, mady  m Kenya, have also been fdled by Ugandan traders Unrehable supply and, more 
recently, the temporary mposlbon of a 32% tadf bamer by Kenya, has hampered the 
development of formal marze export markets The Kenyan tar~ff has forced the maze trade 
toward uzformal channels The major traders are not able to compete m th~s mformal sector It is 
eshmated that 50% of exports fiom Uganda are ma mfornal channels 

The market mformatxon program has encountered problems of execuhon The falure of the GOU 
counterpart funds resulted m the loss of staff and operatrng funds for IWIKW~ h s  program In 
spite of these problems the Project has, m collaboratxon wth the FEWS Project, the Mmstry of 
Agriculture and other partners, succeeded m producmg produmon forecasts 

Staffing problems aslde, the Market Infornabon System needs mprovement m focus It 1s not 
clear that the purpose of the MIS IS clearly enough defined to have slgruficant mpact on 
lncreasmg sales and exports The hypotheses for the program needs to be r e e x m e d  m terms of 
who uses the mformabon and ~ t s  usefulness to traders and farmers m malung decisions and 
lmprovmg market efficiency 

Gwen the Qfficulty of organmng mllage level farmers associaborn for marketmg, the sale, vla the 
mtervenbons of the Comrnumty Based Marketmg System, of 1,300 Mt of quality m w  m 1998 IS 

a noteworthy acl-uevement At the same m e ,  when held to the light of the quanbtxes that are 
reqwed to p m t  Uganda to play a major role m exports, th~s quanbty is modest Malung Uganda 
a slpficant player m formal markets wll requlre reliable sources of supply of at least 100,000 
tons The CBMS appears to reqwe a heavy mvestment m tmnmg, cre&t management and 
overs~ght The ADC should reevaluate the effectxveness of ths  pllot approach and m d f y  lt to 
make it more efficient by shfhng lt to traders and associahons that operate at hgher levels m the 



marketmg cham such as sub-&*ct and hstnct level markets The name of the program should 
be m d e d  to reflect h s  shft The marketmg effort could be better defied if there were a better 
analys~s of the marketmg opportumbes that are bemg targeted 

The availability of storage technologes is not seen as a major constraint to achieving project 
targets The mam challenge IS mtroducing them where they are shown to be profitable Thm 
should be focused at all levels, but the biggest potential payoff is most likely wth 
cornmerc~al farmers and traders Overall the project has found that attempts by small farmers 
to hold products m order to benefit from seasonal pnce nses are not successful because the 
mcrease m pnces are offset by storage losses Buildmg dryers and improved storage 
structures at the small f m e r  level is constramed by the reluctance of farmers to make what 
is a relatively large mvestrnent and the hgh mvestment m extension services necessary to 
extending these technologes The M~ss~on  is p l m n g  to increase linkages between the ADC 
and the Post-Harvest Handlmg and Storage (PHHS) Project by mcorporatmg the Post 
Harvest Advisor Into the ADC team This w l l  enable the PHHS to benefit from the ADC's 
market led approach and target the technologes that it provides to specific opportumties 

4 Fmance and Credlt 

Co-operabve Bank was mbally perceived as the bank to approach for fiancmg mam and bean 
producnon and trade acbvlty W~th few excephons, attempts by the ADC to facil~tate credlt for 
clients wth ths  bank have been fhstratmg and non-producbve l k s  bank is slow m processrng 
loans, it reqwres hgh levels of collateral and it IS reluctant to make loans based on crop 
producbon Only a handful of producers have been provlded loans 

The ADC has therefore looked for other alternahves to obtam creQt for commercial farmers m 
the low value crops It is workmg wth the Centenary Rwal Development Bank Ltd to develop 
an agricultural cre&t program that wl l  provlde operatmg creht to commercial farmers on the 
basis of producbon and potentral cash flow as opposed to collateral l h s  openness to change by 
the Bank is a result of ADCYs work wth the Centenary branch m Mbale to provlde producbon 
loans to commercial farmers over the past two seasons These loans have been recovered on tune 
and the Bank now perceives f m  loans as a potenhal area of busmess opportumty Also, rn an 
attempt to provide addlhonal resources for short-term producbon creQt, the ADC has developed a 
$2 mllion proposal to create a commercial f m e r  loan guarantee fUnd Ths  is currently berng 
vetted by the European Umon and the GOU Muustry of Flnance for fundmg under the European 
Uruon's STABEX program 

To date the Project (BAF m collaboration w t h  the Low Value Component) has assisted 
clients in the development of 17 loan requests rangng m value from $3,000 to $100,000 
Most requests are in the range of $10,000 Gwen the difficulties encountered in obtaining 
loans this is a major achievement This initial breakthrough in accessing credit lays the 
groundwork for creating greater bank confidence in malung farm loans 



B Low Value Component Impact on Ach~evmg SO1 Goals 

The followng table provldes a review of LV progress on aclueving the contract mdlcators 
agreed to for the first phase 

Farmgate value of maize & 
beans (US$ million) 

Export value maze & beans 
(US$ m~lhon) 

Exporters mtiate NTAE 
actlvlt~es (number assisted) 

Packages developed and 
demonstrated 

Number of sites (p a) 
Farmers reached 

- 

Entitles multiply and distribute 
seeds 

- 

2ornrnodity Specific market 
nformat~on collected and 
Iisseminated 

Based on 1998 year end 

LOP Target Quant;lty/ % LOP 

6 
9,000 

a) Public/pnvate and 
NGO's mult~ply seed 

b) Volume of 
lrnproved seed sales 
Increase by 5-10% 
P a  

Infornabon collected 
and drssemlnated 

Table of Project Indxcators for the Low Value Component 
I 

-- - 

-- 

-- 

-- 

- 

I 

( - - 
3 

$28 7 million 143% of target) 
A No baselme figure stated m contract 

4,000 >66,000 
150,000 ,1300 

a) 9 New f m s  100% A 

multiplying and 
or d~stnbutlng 
b) Seed sales 500% 
mcrease by 50% 
P a  

Regonal, local 100% 
and mternational 
mformation 
collected and 
disseminated 



The project has acheved or exceeded most of its targets m the Low Value Component It is 
expected that by the end of the 5~ year the Project wll have acheved all major targets There are 
some qualitatwe mdxators of progress, whch should be added to the quanhtatwe ones The 
project has put m place a well-qualified team of techrucal assistants and has developed efficient 
management of the component It has exceeded its targets by bemg proacme m creatmg 
partnershps wth a wde range of o r g m o n s  It has performed subsector analyses that provlde 
sound pdance  to choosmg mtervenbons The creabon of the stoclust program has been 
mnovabvely managed and offers prospects for creatmg a sustamble system of outreach and Input 
supply 

The ADC is seen as a center of excellence and a leader m development of the low value 
commdty sectors by the Ugandan pnvate sector and the donor commumty The p l m g  of the 
World Bank extension program has clrawn heavlly on lessons learned by the ADCs grassroots 
uut.latwes m mcreasmg agricultural productwlty The GOU is mcreasmgly lookmg toward the 
Prqect as a model for mplementmg its mod-hon strategy. USAID Mssions m the ECA 
Region are more and more loolang toward the IDEA Project to provide lessons m designmg 
projects to address the transformahon of agriculture m Afhca, 

The project is sbll developmg dormation on socio-economic impact An impact study on 
maize and beans has been completed These studies notswthstandmg, it is difficult to get 
conclusive information on household level socio-economic impact Monitomg impact m the 
low value commodities is dificult due to several factors Among these are the large numbers 
of small holders mvolved m producaon, mcreased output is often consumed at the household 
level, and, most of the producbon surplus is marketed through mformal channels 

Any esbmate of economic impact made at t h~s  pomt is based on somewhat theoretical yield 
figures Actual producbon mcreases attnbutable to project mterventions wl l  vary depending 
on ramfall and the precision of producbon management Output pnces wl l  also vary 
accordingly Usmg an estimate based on seed sales and data on the adoption rates of different 
t echca l  practices, a best guess of the project's overall economic impact is that it could be 
generatmg additional mcome m the range of $5-7 Mllion a year Seed production and sales 
are continumg to mcrease at a high rate With the contmumg mcrease m ava~lability of inputs 
and the mcrease m the number of demonstrations and adopters this figure w l l  continue to 
increase annually Based on the Project's mvestment m the Low Value component, ~t would 
appear that the project is achievmg an excellent rate of return The project is putting m place 
interventions that can eventually sustain growth wthout continued donor investment 

Th~s  aggregate increase in mcome is spread over approximately 120,000 beneficlanes 
Based on the aggregate figure above it would average somewhere m the range of $50 to $80 
per household Households that apply the improved production technologes to relatively 
larger areas andlor manage their production more efficiently could obtain increases in income 
at a level which would have sign~ficant impact on improvmg their quality of life and ability 
to move out of the poverty level and evolve from subsistence to commercial production 



The Impact study done m 1997198 for Malze and Beans 1s based on a comparative sample of 
900 farmers m seven dlstncts It found that for ADC beneficlanes, production costs per un~t  
area of Malze and Beans were hlgher than for non-beneficlanes because of seed purchases 
However, these costs were more than offset by hgher productlvlty and the resulbng 
reduction m urut costs of productlon Ylelds of beneficlanes were shown to be 20%- 100% 
hgher than non-beneficlanes Malze accounted for roughly 80% of the mcrease m mcome 
Beans have a much lower yleld to seed ratlo and h s  accounts to some extent for the lower 
contnbutlon to mcome A large part of the mcreased output of beans is consumed on farm 
T h ~ s  consumpt~on m addltlon to provldmg m - h d  mcome also resulted In unproved 
nutntlonal status 

An impact study for beans c m e d  out m 3 districts m 1997 found that the ADC was 
r e a c h g  5,888 bean growers of whch 4,836 were women (4,5 15 of whch were In one 
dlstnct) The area cultivated was 361 hectares over two seasons Returns to labor and mputs 
were approximately 60% hgher for one of the Improved vanetles (K131) than for 
unimproved vanebes Income data based on mtervlews wth 60 farmers shows that project 
beneficlanes had mcomes fiom bean producbon whch were USh 20,000 to 50,000 greater 
than mcome denved fiom bean productlon by non-beneficlanes Overall it was found that 
beneficlanes had hgher household mcomes and larger proporhons of their mcomes are fiom 
malze and beans Women beneficlanes have hgher level mcomes than women who are non- 
beneficlanes Household mcome of both beneficlanes and non-beneficlanes had mcreased 
substantlally smce the baselme survey done m 1995 but mcreases of beneficlanes were 
greater than those of non-beneficlanes and beneficianes acheved higher mcreases m mcome 
fiom productlon of beans The study attributes some of these mcreases to output pnces that 
were substantlally hgher d w n g  the penod of the study (1996197) than dumg the penod of 
the baselme survey 

Frnally lt should be added that work m marketmg and mput supply 1s generatmg addltlonal 
Income and employment At h s  pomt a rough estlmate of additional jobs created by seed 
productlon and mput sales IS in the range of 200 - 300 But these programs are cruclal to 
achlevlng Increases m productlon and thelr Impact should be judged fiom that standpomt as 
well 

C LV Issues, Constramts and Recommendafions 

1 Mamtain Project Momentum 

It IS important that the Mlsslon malntaln project momentum m all these areas of LV 
interventions Every effort should be made to maintam the structures and mst~tut~onal 
knowledge that are In place 



2 Increased Technical Assistance for LV Component 

Project leadership has developed a sound guidmg vision for implementmg the Low Value 
Component and it has also developed well conceived mterventions that respond to the 
constramts and opportunities m the commodity sectors that the project addresses The scope 
and impact of these mterventions has been limited by the lack of techmcal assistance 
necessary for implementabon of activities on a wder scale Implementat~on of the techcal  
recommendabons that are found in ~s report is dependent to some extent on prov~dmg 
additional technical assistance Increased fundmg to other h e  items wll  have limited impact 
wthout an rncrease rn techmcal assistance 

It is recommended that the Mssion add resources to the Project to provide one more 
expatriate LTTA and one more Local Speclalist for the Low Value component Thls 
expanded capacity would allow the Project to mcrease the scope of successful activit~es In 
developmg malze and bean production and further develop ofier low value commod~tres 
Thls capacity could be further enhanced by providmg the resources to fund the employment 
of eight local field agents for a penod of at least three years 

3 Improved Mon~tonng of Impact 

The morutomg process for the LV component needs revision The current contract outputs, 
mdicators, and momtonng systems developed m 1993 are conceived m terms of process 
mdicators rather than results The des~gn relies on the assumption that if the process is 
completed then impact w11 be acheved 

National farmgate and export values, whch are the lugher level mdicators for the success of 
the LV Component, are almost meatllngless as mdicators of impact They are difficult to 
quantify accurately, and they cannot be dlrectly attributed to the Project The Project is 
havrng a substantial impact on mcreasmg production but thls mcrease needs to be tracked via 
the Project's mterventions that contribute to it 

Production, exports and pnces fluctuate wdely accordmg to weather and market factors At 
h s  pout these factors have far greater beamg on exports than project interventions Also 
the impact of the LV component can not be judged solely by loolung at exports The 
morutonng system needs to capture the effect on mcomes as a result of sales to internal 
markets This may be more sigmficant than traclung exports 



The number of demonstrabons implemented has h t e d  value as an mdcator If lt IS not ennched 
by momtomg of adoption and mformabon that pemts  Project staff to assess the factors that 
affect adopbon and determme the best opporturubes for mcreasmg production The number of 
traders and cllents asslsted IS equally weak as an mdcator If the content and results of that 
assistance are not assessed These weaknesses m the d e h h o n  of mdmtors and targets makes ~t 
ddlicult not only to momtor progress but ~t also makes lt dfficult to make j~dgInents about the 
efficiency of Project mtervenbons and relate mvestment to output A change to more mea~llflgfd 
mdcators wrll requu-e a more mtenslve and costly momtonng system But the payoff to ths  
should be found m the mformation that IS generated to shape mtervenbons that have hgh unpact 
The results b e w o r k  prowded m Section X Z  should prowde the basls for mdfymg the 
Project's momtomg system The mdcators suggested m this h e w o r k  can be used to develop a 
momtomg system that tracks lmpact on production, sales and mcome 

Based on the above observations lt IS recommended that the major mdlcators for success of 
the Low Value component be changed to mclude the sales to mternal markets as well as 
exports and that the momtomg system be modlfied to more closely relate promotion and 
adoptlon of unproved technologes to Impact on household mcomes 

4 Targetmg Producers and Markets 

The Project should focus outreach efforts on creatmg structured, efficient productlon and 
l~nlung that productlon to more clearly defined market opportumhes In general tlus w l l  
imply a shft of emphasls toward work wth cornrnerclal f m e r s  and/or small scale f m e r s  
that have the potential and commitment to evolve fiom subsistence produchon to commercial 
producbon of quality produce Tlus approach IS hghly consistent w t h  the GOUs strategy for 
modemmg apculture 

It IS recommended that the Project revlew the factors that favor sustamed adoption and hgh 
productlvlty and target mtervent~ons accordmgly It IS also recommended that the Project 
more clearly define the market opportumt~es that lt IS targetmg as well Thls exerclse should 
also be used to determme what other extension orgamzatlons and PVOs are domg and how 
ADC can best use ~ t s  comparative advantage m developmg Market-led productlon 
development 

The ADC workload Involved m promotmg beans and malze has left M e  tlme to focus on 
other crops, and has been dlrected by the contract to target these commod~t~es Nevertheless, 
the Low Value Component needs the same latltude as the High Value Component to explore 
and develop new opportunltles on a market led basls 



The Project should maintain ~ t s  core thrust on mcreaslng maize and bean production but ~t 
st111 needs to develop other crops that can wden economic alternatives and fit rotations 
There are st111 no clearly defined rotational schemes for commercial farmmg W~thout these, 
farmers wd1 resort to maize on maize wth the resultant pest and fertility problems 

There 1s a range of potentla1 crops that may warrant further attention Generatmg supply for 
the feed mdustry may also hold promise as a market oppodmuty The project has lmoated 
some actlvitles wth  groundnuts, sesame, sunflower and sugar beets and made some 
mvestlgatlons m to the feasibll~ty of soybeans Ths  onentation toward ldentifjmg other 
commodihes should be encouraged and fully sanctioned by the TA contract 

6 Geographlc Focus 

Geographlc focus per se has not been rased as an issue but there may be llnkages between 
the geographic areas and the llnkages to other markets and crops Changes m geographc 
focus, if any, dumg the second phase should be defmed on the basis of market and 
productlon opportutllty and the overall resource envelope available to the project 

Credit wl l  always be problematxal and wd1 contmue to be a constramt to the low value 
sector l%s can be overcome to some extent by concentratmg SO1 credit resources on the 
areas that show the hghest potenhal for mcreased mcome m the rural sector and usmg credit 
mshtutlons, whatever thelr weaknesses, as a means to mcreased productlon The LV 
component cllents can access producer credit via the ACDVVOCA PL-480 h s k  Fund and 
also may obbm credlt fiom the Centenary Rural Development Bank Ltd The ADC should 
contmue to Identify, quantlfy and develop potentml sources of credit and equate credlt 
resources to the productlon and export targets that are set for the second phase 

There 1s a good potential for developmg mcreased production wth medium scale commercial 
farmers One of the major obstacles to developmg h s  potenhal is a lack of access to short 
term production loans These loans are m the range of $20,000 to $50,000 per season The 
Wssion should place an emphasis on usmg ~ t s  credit resources to target this client category 
It should also use its mfluence wth  the Mmlstry of F~nance to obtaln approval of EU Stabex 
h d s  for financmg the "Harvest Fund" proposal developed by the ADC 

The technologes available "on the shelf" are adequate for the Project to move forward wth 
its efforts to achleve Increased productlon There is no need to continue to Invest heavily in 
local research support programs Any short-term needs for vanety testlng or developing 
improved agronomic prachces should be done on a contract basls 



The Project should be commended for mtroducmg privately developed hybnds from outside 
the country and thereby creatmg a precedent m Uganda for accessing outs~de generated 
technologes 'I'h.~s mt~ative should be pursued by lookrng for technologes ava~lable fiom 
all sources This should be seen as an opportun~ty to lrnk to mternabonal seed compames 
and provide operungs for biotechnology engmeered vanetles 

Some of the poss~b~lities m th~s  area may be m usmg genehc engmeenng to transfer disease 
and pest resistance to Bananas, Ma~ze and Beans Some work on bananas has been 
undertaken by the FHIA m Honduras and by IITA Th~s  work should be exarnmed for its 
potenhal to supply improved vmeties to Uganda There are BT maize vanehes bemg 
developed m South Ahca  that may prove of mterest 

The ADC has already elected to focus on developmg wversal bean vanetles Support for 
development of vanebes for small scale subsistence level producers is bemg addressed by 
CIAT, ECABREN and NARO Support to research on beans should be spec~fic to 
developmg uversal  bean vanebes that can be produced usmg mechamzed producaon 
CIAT has developed erect bean vaneties for mechamzed harvestmg The project should 
explore the feas~bllity of adaptmg these vanehes to Uganda Research contracts wth pnvate 
compames and IARCs should be considered NARO may need to be lncluded as a partner m 
these arrangements to facilitate entry of new technologes m to Uganda 

Fmally, the feasib~l~ty of using local deposits of rock phosphates and lime as an econormcal 
way to malntamng soil ferbl~ty may warrant mvesbgabon by the ADC 



III HIGH VALUE COMPONENT 

A Descnphon of Act~wl~es and Project Progress 

In the area of hgh value crop development the AM= works m four mam focus areas 

* Intenswe technology transfa and tmmng to actwe chents, 

* Mamtenance only for selected cllents and comrndtres, 

* Identdimon and tmmng of addbond processors and traders, and, 

* Provls~on of custormzed marketmg support and market analysis 

The HV team canes out market analyses and marketmg tnals to determme the sectors m wh~ch 
Uganda can be the most competrtwe The HV team provldes drect support to new and exlstmg 
firms m commodity groups that have been targeted due to thelr producbon and market potenbal 
ADC HV crop support cons~sts of assistance to large and small commercial farmers m the 
producbon of cut flowers, fiesh £hat and vegetables, and essenhal 011s and spices Smce 1997, 
the team has also been worlang on cocoa smce ~t is an mportant export crop for small holders 
The target chent hst mcludes captal mtensive f m s  (farms that requue a hgh lnvestrnent m 
mhstmcture such as green houses, mgabon and storage facd~bes), as well as labor-mtens~ve 
farms and groups of farmers 

The IDEA project exceeded ~ t s  life of project export targets m cut flowers, fresh fruit and 
vegetables and essential 011s and spices m 1998 The table below provldes a review of HV 
progress m achlevmg the contract md~cators agreed to for the first phase 

These achevements are impresswe At the t ~ m e  the Project began it was startmg fiom 
scratch m these sectors or at a very low base It should also be noted that production m both 
1997 (wet) and 1998 (dry) was adversely affected by El Nmo, hence even greater 
achevements should be ant~cipated m normal ramfall years 

In the space of four years the value of hlgh value exports bemg generated as a result of 
assistance from the Project is approximately $20 Mrll~on per year The IDEA project IS 

defin~tely contnbutmg to sol~d growth in the sector and increased d~versity of Uganda's 
export base IDEA is essentially the only project supportmg the HV sector m Uganda The 
Project has defmtely proven that Uganda can compete m selected export markets 

The progress desmbed above would not have been possible wthout a pragmatic approach to 
Project planrung The ADC has developed a sound methodology for choosmg pnont~es Th~s  
warrants ment~on as a major contnbutmg factor to achevmg the Project's results 



Export value of flowers (US $ mdl) 1 5 00 1 12 50 1 250 

Table of Project Ind~cators for the High Value Component 

Indrcator 

Export value of fresh fru~t & 
vegetables (US $ mill) 

LOP 
Target 

Export values of essential oils & 
splces (US $ mill) 

0 37 

Estnnated rural employment m 
flowers (person years) 

Ach~evement 
(as at end of 
1998) 

1 10 

Estimated rural employment m m t s  
md vegetables (person years) 

K women m flowers 75 I 188 

% of LOP 
target Ach~eved 
JC 

2 37 

1,400 

Estunated rural employment m oils 
in spices (person years) 

XI women m fruits and vegetables 40 1 75 188 

64 1 

4 92 

1,000 

447 

3,950 

5,000 

In developmg comrnodty chams and sectors there are a broad array of constramts that can 
and do anse They can be blologcal constramts that d u b i t  production, regulatory constramts 
that dubi t  transport, financ~al constramts, cost constramts or problems of orgmzat~onal and 
management capacity 

282 

3,600 

6 women m 011s and spices 

rJumber of research agreements 
:ompleted 

One of the advantages of the IDEA Project Design is that it offers the flexlbihty to mtervene 
where opporturuty for mpact is the laghest One of the strengths of the ADC is the worlang 
methodology ~t has developed for ident-rfymg opporturutres and constramts on an evolvmg bas~s 
Thls methodology starts wth an mbal market analys~s to ~dentify cornrndbes that are new to 
Uganda or commdtres that are bemg grown m Uganda that present opportumties for mcreased 
earmngs by mcreasmg productron effic~ency andlor lmprovmg handlrng and processmg 

3 60 

12,100 

Prormsrng commdties are further screened by producbon, processrng and marketmg tnals that 
p e m t  the project and proctucas/exporters to g m  a real world expenence wth the cornmod@ 
and identrfy the constrarnts to ~ts development The dec~sions and pnonbes resultmg fi-om th~s 
process are firmly grounded m hands on expenence and are therefore hlghly credble and useful 

242 

Based on 1998 year end project stat~stics 

40 

15 

5 0 

7 

125 

47 



for maktng Project management decisions on choosmg commdhes for focus, detemmng what 
constcmts to tackle and what level of effort is warranted m each area 

Havmg promsmg commdty opportumhes represents one side of the corn The other side is 
screerung potenhal clients to det-e If they have the necessary resources and comrmtment to 
be successful producers, traders, exporters or processors 

B Contnbuhon of Project to Meetmg SO Object~ves 

Although household level unpact data is sbll very patchy (see sectron on M & E for suggeshons 
on how to better capture SO mpact data) the evaluahon team made an effort to use exlstmg data 
to e m a t e  mpacts of the HV component 

The HV export sector is havlng positwe mpacts on food secunty and mcomes, as well as 
reducmg poverty and reallmg nutnbonal and health benefits Impact W e s  on passion h t  
(1 997), fresh produce (1 997), roses (1 997) and v d a  (1 998) mdcate mcomes have mcreased for 
parhcipatmg farmers and exporters, however, more comprehensive figures are needed to 
accurately document these benefits (see M & E secbon) 

These mpact &es mdxate that the prqect is contnbutmg to mcreased compehhveness of 
m&vldual farmers and firms, mcreasmg land and labor produchvlty Also lmpact stuhes suggest 
that the project is lmlung the poor to markets 

In 1997 the estunated number of beneficianes from HV NTAEs were 

Flowers and Plants 3,950 
Fmt and Vegetable 3,600 
Essenbal Oils & Sp~ces 12,100 
Cocoa 4,000 

Total 23,650 

In the flower mdustry we know that most of the 3,950 beneficianes were as a result of new jobs 
created The mpact assessment conducted for Rose farms m JanIFeb 1997 mQcated that 65% to 
80% of the employees were women and that the lowest cadre of employees earned approxunately 
Shs 462,000 per annum (264 workmg days) Employees at the supmsory level earned on 
average Shs 878,000 per annum It is probably safe to assume one supavlsor per 100 workers, 
therefore total employment Income was approximately Shs 1,841 5 mllion ($1 375 mllion) For 
fresh produce the lmpact study of March 1997, mdxates a positwe rncrease m Income over the 
penod 1994 - 1996 Average household mcome for fresh produce producers mcreased from Shs 
320,000 to Shs 1,150,000 For these households thls represented an mcrease m the percentage of 
household mcome commg fi-om fiesh produce produchon fi-om 2 1 % m 1994 to 49% m 1 996 



The Impact study on vmlla ( A p l  1998) mhcates that the net mcome per hectare fi-om varulla for 
smallholder farms IS Shs 3,201,750 and Shs 5,120,000 for estate farms Of the farms engaged m 
vmlla product~on, vamlla provlded between 35% and 55% of total -me reallzed fiom the 
farm There are estmated to be between 2,000 and 5,000 vmlla producers The report estunates 
that at least 2,500 men and women m v d l a  have been mpacted by the IDEA project 

Most of the mpact stuhes recogwe that there IS mcome and employment benefits bemg reahzed 
through sectors prowdmg servlces to the NTAE sector, but it is d~fficult to quantrfy There are 
mulapher Impacts obmed  fi-om mput supply, transportaixon and other servlces on the domesix 
economy 

C Spec~fic Constramts and Areas for Emphasls 

1 Pnontuahon of Commod~txes and Sectors 

Dunng the flrst phase the ADC has more clearly ~dentlfied and pnont~zed commod~hes 
accordmg to their potent~al for growth and the mvestments m money and human resources 
necessary to reahze that potential For large commerc~al f m s  hghest ranlung for further 
development IS Cut Flowers (roses m parhcular) There IS also good potent~al to expand the 
product~on of flower "cuttmgs" (chrysanthemum) However, expenence dumg the first 
phase has led the ADC team to conclude that fi-esh h i t s  and vegetables have the potenhal to 
outperform flowers ~f senous mvestors can be ident~fied Work m tlxs area should also be a 
pnonty Over the next phase they could aclxeve a big mcrease m exports 

Cocoa, papam, vmlla and some fruits and vegetables are proven m e r s  for small holders 
and the project is targetmg them for expansion Bananas (both coolung bananas for 
locavregonal consurnpt~on and apple bananas for export), and asparagus, although less 
proven, show potent~al and the ADC w11 contmue worlung on them 

There hasn't been much success wth birds eye ch11 and other spices yet, although vmlla IS 

domg well, but ADC adv~sors feel prospects warrant further effort The HV team also sees 
enough potentla1 opportumt~es In mvestmg m pack-houses and juice processing (e g passlon 
julce) to warrant further m-depth analysis 

Fmally, based on expenence m the first phase, there are commodities whch have proven to 
be poor performers and are therefore being de-emphasized The spec~fic commod~ties and the 
reasons for th~s  IS as follows 

- Essential ods, development of this sector is difficult There IS a lack of mterested 
mvestors, production cond~t~ons are lim~tmg, and the organmition of the sector 
requlres more effort than the potential payoff would warrant 

- Prospects for the development of h e d  h ~ t s ,  vegetables and mushrooms mto v~able 
comrnod~ty chams are poor Due to cl~mahc cond~t~ons, ~t IS hard to dry fruits and 



vegetables on a large scale, these commodihes have been found to have limited 
market opportunities and phytosamtary assurances are not posslble 

- Honey IS considered to be a low potentla1 crop Supply IS llmlted and collection and 
processing is d~fficult International demand is low for the quallty of honey produced 
locally 

2 Emphasize Flonculture 

There IS a recogmzed need for more focused support to the flonculture sector There are now 
18 flower farms (85 HA) m Uganda and the ADC team feels t h~s  can expand to 200 HA 
l k s  sub-sector has a large impact on export volume and foreign exchange e a m g s  as well 
as impact on rural employment (30-40 employeesha, m a d y  women) These farms are seen 
as pioneers of high-technology type enterpnses and thelr success w111 have an effect on new 
investment Special effort needs to be made to keep the flonculture sector movmg forward 
to acheve its potential and to ensure agamst slidmg backwards and losmg some of what has 
been acheved so far 

Flonculture m general and rose f m m g  m parhcdar IS becommg more competitive This 
emphasizes the need to improve busmess and producbon management and vmety selecbon 
These factors are becoming mcreasmgly cruclal for mamtaltzlng competit~veness m global 
markets The HV team should play an mcreasmg role m lmprovmg the management 
capabilities of client firms and developmg thelr capacity to follow and respond to market 
shifts m vaneties 

Emphasis m t h ~ s  sector should be on existmg f m s  that m turn will lead to expansion of then 
operahons to benefit fiom economics of scale Locatmg mvestors to take over from 
"problem firms" IS also a pnonty New flonculture opportunities mvolvmg different flowers 
should be mvestlgated 

3 Arfre~ght and Handhng 

The availability of arfi-eight space and mefficiencies m cargo handling at the w o r t  are two 
important constramts that need to be addressed Regularly scheduled commercial cargo space 
IS filling up, especially d u n g  peak penods, and there IS still not enough demand to set up 
regular charter cargo flights In addition, there are problems with delivery of cornmod~ties at 
the alrport wth  Increasing numbers of exporters "on the tarmac" seelung cargo space This 
has resulted in some exporters loslng consignments Hence, there is a need to do some 
consolidation of shipments and organ~zation of exporters It IS recommended that ADC 
provlde TA to help sort out these two problems Assistance should be provided to analyze 
a~rfi-eight optlons w th  charter and regularly scheduled flights to help negotiate contracts 
which w11 ensure that adequate cargo space is available The project should also provide 
assistance in analyzlng how Erelght handling at the airport can be done more efficiently, 



lookrng at options for consolidation of shpments, providing extra storage space in the cold 
store area and perhaps the establishment of a pack-house on site 

Fmancmg is shll an important constramt to the development of the HV sector and there is a 
need for the BAF un~t  to contmue to seek new options (see the section on the BAF 
component) Both the EU and USAID are mhating export finance schemes These may 
provrde relief to some of the larger exporters But generally, there have been a sufficient 
number of defaulters m all the commodity groups and bank scandals to the point that the 
project (and Uganda m general) enters an era of debt aversron 

5 Increasmg Compehhveness 

The hgh  value sector m Uganda has many natural advantages and the sector has the potentlal 
for hgh  payoff But it operates m a hghly compet~tlve global envlronrnent Mamtammg 
competitrveness requlres that the sector be highly dynarmc by closely followrng and 
respondmg to market trends and requuements Ugandan f m s  and the Ugandan publlc 
mstitutions that support apbusmess wl l  need mcreased awareness of and abdity to track 
WTO regulations, mportmg country regulations, codes of prachce, transport issues, 
technology changes and lessons bemg learned m the sector world wde  Much of h s  abllity 
comes only wth  matunty m the sector But t h~s  learnmg process can be fostered and 
accelerated by the ADC by mcludmg it m its management and lnformation programs The 
Mssion can support t h~s  effort m its dialogue wth  the GOU T h ~ s  could mclude assistance m 
policy analysis and also providmg opportumties for GOU officials to benefit from lessons 
learned m other countries 

The ADC should contmue to address the code of practice on envuonment, employee welfare 
and food safety Increasmg HV exports necessmly means mcreasmg reliance on chemical 
mputs and the need to handle them properly to msure agamst negative impacts on the 
envuonrnent It should msure producers and processors are complymg w t h  food safety 
standards of thelr targeted markets and that employees are receivmg fax treatment 

6 Improved Markehng Informahon S e ~ c e  

The ADC w11 need to mtensify its market lnformation systems by mcreasing ADC capacity 
to provide hlgh quality, timely market mformatlon to HV clients Pnce data is already 
supplied on a weekly basis to clients, but clients and prospective clients are demanding 
add~tional market information and analysis 

7 Grants 

The ADC should contrnue using grants to implement specific, relevant and well targeted 
research work Costs should be shared wth clients to mtroduce technologcal innovations 



The Project can obtam a high margnal rate of return to mcreasing Technical Assistance and 
the use of Field Officers Implementation of the above recommendations w11 requrre the 
addtion of one expatnate and one local advisor LTTA to the KV component Tlus would 
b m g  the total number to two expatnates and two local advisors One group should devote 
thew bme to work on HV crops that are produced by small-scale farmers (vanilla, cocoa, 
papam, bananas, to a lesser degree chli, gmger) The second group would focus on 
Commercial Horticultural production (roses, other cut flowers, cuttmgs, h i t  & vegetables) 
and market development 

In order to provide adequate support to the Techca l  Assistants the ADC should also recruit 
5 Field Officers (IFOs) that would also be servicmg LV activity at the distnct level 

In ad&tion to the four positions descnbed below, the Project should continue to employ a 
hghly expenenced field advisor to provide addtional one-on-one, hands-on TA m the field 
The project has benefited greatly by the services of the field advisor that was provided by the 
APDF Grant to Hortexa His services have enabled ADC to reach many more farmers 

D Follow-on Issues and Plannmg for Second Phase 

The range of activities chosen by the ADC are the result of the needs identified via work ulth 
clients dunng the first phase Overall the types of activities are appropnate and relevant The 
ADC w11 need to contmually assess and adjust the emphasis it places on specific activities m 
accordance wth  the payoff that they generate A revised results framework for the contract is 
found m Section XI1 of ~s report This framework provides a better p l m g  structure for 
d e f m g  the High Value Component's activibes and mdcators It does not change the 
essential onentation of the component 

Based on the progress acheved to date and the positwe Impact on SO 1 goals it would appear 
that the Mission would have every reason to contmue wth  the component of the Project Into 
a second phase The momentum gained should be maintamed Projections for contmued 
growth in the Hlgh Value Sector made by the ADC appear to be reasonable Based on project 
estimates of markets and production capacity m Uganda, it is estimated that key areas of 
flonculture, fresh produce, spices and cocoa have the potential to double m value of exports 
over the next 5 years 

One of the important reasons for mamtainmg continuity and momentum in the Project is that 
agn-busmess projects are extremely dynamic Creatmg the formal and informal systems that 
provide the mforrnat~on necessary to guding mterventions is the biggest up front mvestment 
that a Project of this nature makes The ADC has mvested much m generatmg and 
marntalning the information base that permits it to refine ~ t s  decision malung process to make 
the optimal use of its resources This approach, as evidenced above, is paymg off The 
Mission needs to fully capitalize on this mvestment by sticlung wth  the project and helping 



it move forward w t h  a mlmmurn of d~srupt~on Failure to contmue the Project would be a 
lost opportun~ty Falure to mamtam contmuity would be wasteful Once the Project 
dynarn~c IS lost, it IS difficult and costly to recreate Some sectors that are prov~d~ng payoff 
now could lose ground if support services are interrupted 

Expenence gamed d m g  the first phase has led to the followmg general conclusions for 
shapmg a second phase 

- Increase servlces as much as possible by expandmg ADCs ab~ l~ ty  to prov~de 
spec~alized assistance to existmg firms, promoting theu sustainability, 

- Contlnue support for new ventures, 

- Contmue to encourage diversification, 

- Furthermg comrnerc~allzat~on of several well-established Ugandan NTAEs, 

- Contmue to promote outgrower participatron, 

- Concentrate on technology transfer, busmess development and economlc analysis to 
attract new mvestments (essential to real~ze the potential of the HV NTAE sector), 
and, 

- Contmue technology transfer m the form of one-on-one TA 

There IS a need to concentrate even more on hlgh potenbal activ~ties and m establishmg a 
sustamable group of producers and exporters who can establ~sh Uganda as a reputable and 
reliable suppl~er to export markets By the end of the next phase there needs to be m place a 
sustainable core group of HV producers and exporters who can msure the mdustry can carry 
itself m a compebtive world There is considerable potentla1 to expand HV exports, however 
thrs w11 require a concerted effort to contmue to provide targeted ass~stance to exlstmg f m s  
to mcrease their compe~tiveness and mcrease thelr land and labor productivity They also 
need contmued effort m support of new ventures 

The HV team needs to emphasize assistance on crops and cl~ents where competit~ve 
advantage has been demonstrated and market mterest is h ~ g h  AND de-emphas~ze low-impact 
activlt~es wthout closing the door to new opportumties Some work needs to be placed on 
loolung for new opportumties, since diversification is st111 ~mportant and world markets are 
dynamic The ADC w11 need to determine to what extent efforts directed to sustammg 
existmg HV NTAE firms are limiting their ability to assist m establ~shing new firms, and to 
determine the nght balance m thelr support Some HV producers can now stand on thelr 
own, but there are st111 many who wll  need contmued assistance to survlve There is also a 
segment of cl~ents that have been assisted and the eventual payoffs are too small (or the 
opportunity cost of servicing them is too great) so they should be weaned fiom ADC 



I 
assistance 

Work wth small farmers can have a hrgh payoff but it is TA Intensive and requlres 
permanent outreach agents stahoned rn the field The abil~ty to expand HV NTAEs 1s 11Ated 
by field presence, therefore there 1s a need to expand the number of field staff There IS a 
need to better rntegrate LV and HV assistance to small farmers m order to get more out of 

I lunited resources at the distnct level 



IV. BUSINESS AM) FINANCE COMPONENT 

The Busmess and Fmance (BAF) component of the project was establ~shed to complement 
the HV and LV components by providmg busmess related techcal  ass~stance to ADC 
clients m the areas of busmess and operatmg plans, fmanc~al mediat~on and referrals, and 
agnbusmess trainmg The BAF office was staffed wth  one expatmate LTTA and one Local 
Adv~sor LTTA until September 1998, when the expatnate's tour of duty was completed 

This component started off wth the flawed assurnpbon that banks would change ther current 
loan policies that requre hgh  levels of collateral and equity to secure loans, to busmess 
onented loan pract~ces that would provide cred~t based on busmess plans and e m n g  
potential Th~s  has had a negative impact on acbevmg the Prqect's goals and contmues to 
be a stumblmg block to the vanous credit schemes that have been developed for promotmg 
busmess development The BAF m collaboration wth the LV and HV components has, very 
commendably, responded proactively to t h ~ s  s~tuat~on by cultivatmg every poss~ble 
arrangement to access credit for ther cl~ents As a result the Project can now look for 
potent~al financmg from, the rev~talized Export Refinance Scheme and the Export Credit 
Guarantee Scheme, the ACDWOCA PL-480 h s k  Fund, and perhaps eventually the Harvest 
Fund They can continue to utilize the Consultants Access Fund (CAF) to prov~de support to 
clients m developmg bankable busmess plans, and they can contmue to manage ATAIN to 
prov~de support to distnbutors and stoclsts W~th addit~onal fundmg, ATAIN has potent~al 
for broad Impact and rapid payoff 

The Project has recogmzed the obstacles of bankability of clients/ventures m hght of a 
formal credit system charactenzed by bgh  equity and quality collateral requ~rements and 
h& mterest rates As a result, the Project has llmted cost-shwg and grant resources to 
share nsk It also seeks other avenues for fundmg for clients such as PL-480, ~mporter 
advances, payables credit, etc 

The following table gves a bnef descnpt~on of each one of the different h d m g  mechanisms 
wth  whxh the Project is mvolved 



Busmess and Fmanclal Lmkages Component (BAF) 

Sources of NTAE Fmance for ADC Chents 

Access Mechamsm Beneficmy Chents I Extent to which accessed 1 
1 Normal 
commercial bank 
credlt 

Clients asslsted w t h  
packagmg fmancmg 
proposals and 
appl~cations, and 
medlatlon w t h  banks 

All Producers, traders, 
exporters, mput dealers 

Reasonable success, but 
amounts small and for short- 
term Commerclal collateral 
and equity requ~red 

2 ADC-adrnmlstered 
Scheme (ATAN) 
$96 000 funding by 
PL-480 for 3 years up 
to 2000 

Credit guarantee to 
input dlstnbutors for 
cred~t sales to rural 
stockists Distributors 
s ~ g n  ATAIN agreements 
w t h  ADC 

ATAIN d~stnbutors of 
agn-mputs 

5 distnbutors wth  a total of 
106 stoclusts 100% credit 
recovery IS bemg ach~eved 
Need for addltlonal funds to 
expand program 

3 ADC chents accessed the 
funds The scheme is being 
restructured for recap~tal~sing 
w t h  $5 rndl~on It 1s 
l lqu~d~ty fundmg wth  normal 
lending procedures but at 
lower Interest 

3 USAID/BOU 
Export Refinance 
Scheme 

NTAE exporters w t h  
export orders / 
contracts Short-term 
worlung capital funds 
accessed through 
commercial banks 

NTAE exporters 
(mcluding those who sell 
m bulk to rehef agencles 
e g WFP) 

4 Export Credit 
Guarantee Scheme 
(USAIDIBOU) 

Proposal by BOU to 
establ~sh credlt 
guarantee for 
cornrnerclal bank loans 
to non-tradit~onal 
exporters (guarantee up 
to 75%) Guarantee 
fund to be managed by 
BOU 

Normal commercial 
bank credlt procedures 
Collateral requ~red 
Maxlmum of $ 10,000 
per borrower 

NTAE players Both 
worlung capltal and 

Not yet ~mplemented but in 
advanced stage Commerclal 
banks use own funds and 
lendmg at normal commercial 
bank terms and requirements 
Guarantee fund only, no 
liquldidty 

5 h s k  Fund Scheme 
(USAID 1 PL-480 
fimdlng to Coop 
Bank 

'layers deallng m food 
iecunty crops (beans, 
naize and 011 seed) 
ncludmg farmers, 
raders, processors, 
ransporters and Input 
lealers 

6 ADC cllents have accessed 
funds St111 a lot of 
bureaucracy wth bank (many 
appl~cations pending) 

L~quid fimd~ng (no nsk 
guarantee) 

5 Consultant Access 
Fund (CAF) Project 
h d s  for Business 
3evelopment 

ADC clients access 
h d m g  up to $4000 for 
zonsultancy servlces 
provided by local 
:onsultants - cost share 

D C  clients Lirnlted demand at the 
begnnmg but have now 
plcked up L~mited funds 
available 

1 25 75 (Cllent ADC) 



7 Commumty Based 
Marketing System 
(CBMS) 

8 Harvest Fund 

9 Foreign loansllmes 
of cred~t e g ADB 
administered through 
UDB under 
r e s t r u c w g  

10 Other sources 
through APDF 
referrals (e g IFC, 
PTA Bank FMO) 
Investment funds 

11 EIB Apex I1 
Fmancmg Scheme 

12 Other 
mechanisms e g 
CommoQty Exchange 
md Warehouse 
Receipts System 

Access Mechaum Beneficiary Chents 
I 

assoclatlons w t h  rural 
input procurement - Farmers (receive 
network premium pnce on 

Extent to wh~ch accessed 

Pilot funding (by USAID) of 
US$] 00,000 Proposal for 
addlt~onal h d s  from EU 
Stabex h d s  is not yet 
approved (ECUI 2m) 

Proposal for commercial 
farm f i ~ d m g  (specla1 
h d m g  for NTAE 
commercial farmers) 

A cl~ent referred to Large mvestments 
APDF for cost-share requimg long-term 
TA APDF mediates for fmance 
fmancmg once projects 
are deemed v~able L 
Clients requlnng large 
and long term financmg 
assisted with busmess 
plans and referred to 
ADB 

ADC client commercial 
f m s  

Good success (espec~ally for 
flower growers) Demand for 
services stdl there Some 
venture capital 

Proposal for EU Stabex 
financing is pendmg wth  
Mmstry of Fmance 

Large investments 
requiring long term 
finance 

Med~um/long-term 
financing for pnvate 
sector 

Not accessed Administered 
by Deloitte & Touche 

1 ADC client (flower and veg 
grower) accessed the funds 
and 1 application pending 
w t h  ADB 

Large Investments 
requinng long-term 
fmancmg 

- Commodity exchange m 
final phase of bemg 
implemented 

Proposals to assist 
players market theu 
products and access 
short-term credit usmg 
warehouse receipts - WRS m proposal form 

All NTAE players 
(farmers, traders and 
exporters) 

B Progress 

As a result of BAF mediation, 18 separate loans have been obtamed for 12 clients from 8 
hfferent credit sources (7 banks and 1 comrnodlty trader) The total of the loans obtamed is 
$2,175,000 Given the difficulties descnbed above m worlung wth cornmerclal banks, this 
1s an outstanding achevement The ATAIN fund is providing loan guarantees to 5 
dlstnbutors that serve 106 stoclusts 



Progress toward the attarnment of life of project targets are presented m the table below 

Table of Project Ind~cators for BAF Component 
I I I 11 

Commercial banks are stdl a tough propsibon Nevertheless the BAF team has managed to assist 
clients m gettmg access to bank loan facihbes ADC staff stdl thmk there IS some m a t  m 
contmwng to pursue some proacbve banks such as Stanbrc, Standard Chartered and Centermy 
Bank Th~s is warranted gven the fact that these banks are now prowdmg crecht to ADC chents 

Ind~cator 

Number of f m s  assisted 

Number of people tramed in 
agnbusmess planmng and 
management 

Fmancial constramts are still a major factor m mh~bitmg the growth of NTAEs These 
constramts still need senous attenhon The BAF component needs to contmue efforts to 
support HV and LV clients m developrng sound busmess plans, management tralnmg and m 
leveragmg comrnerclal and donor assisted funds for rts clientele The BAF component w11 
be most effectrve by bemg more systematic (strategc) m its approach to assistmg clients m 
o b t a m g  loans through facilities whch currently exist and m searclung for new ones There 
is also a need to revise project performance targets to more realistic levels 

D Lessons Learned 

* Based on 1998 year end project statistics 

LOP Target 

5 0 

750 

Developmg good busmess plans wl l  not necessmly lead to access of fmancmg 

Credit worthmess and limited collateral of clients are major constraints to accessing 

financmg 

Achievement (as 
at end of 1998) 

34 

725 

There is st111 a lot that can be done to assist clrents m accessmg credit 

% of LOP 
Target 

Achleved * 
68 

9 7 

ADC assisted firms are considered by banks to be more credit-worthy 

Good business tramng, sound business plans and referrals can help, still equity and 
collateral are more important consideration for commercial banks 



E Follow-up Issues 

The BAF component should take steps to follow-up on 

Consultant's Access Fund The project has been relymg on t h ~ s  fund more, especially smce 
the expatnate LTTA departed The fund was ongmally $25,000 under Specialized Actlvltles 
- Busmess Development Support and IS now down to around $7,000 Ant~cipate using thls 
more m the next phase, and therefore should replerush this account 

Export Refinance Scheme (ERS) USAID and IDEA have worked on malung th~s  scheme 
more access~ble for exporters It has the followrng features 

Will mcrease liquidity for credit accessible for non-traditional exports (NTEs) The 
premise that commercial banks have sufficient liquid~ty of thelr own has not been 
validly tested as a number of borrowers are st111 turned away 
As a speclfic fmanclal product, the scheme wl l  contlnue to boost NTAEs 
Prev~ous constrarnts to the success of the scheme, e g , lack of spec~allsed slulls on 
the part of the lenders and managenal weaknesses of the borrowers w11 be addressed 
through t r m n g  and TA 
Unattractweness of the scheme to commercial banks because of the low margms 
allowed to the banks compared to the hgh costs of admuustration wl l  also be 
addressed 
NTAEs, unlike previously, are growmg stronger as a result of a number of 
mterventions and TA, and have thus lmproved ther creditworthmess 

The scheme st111 targets exporters (short-term credit on strength of confirmed export 
contracts) Thus other activities down stream do not dlrectly benefit from ~t 
Constramts of collateral and equlty requrements from the would be borrowers are not 
addressed Thus a number of strugglmg NTAEs would still be shut out 

Export Credlt Guarantee Fund Scheme (ECGFS) USAID has worked wth  BOU m 
gethng th~s  scheme m place It has the followmg features 

Guarantee for 75% recovery of commercial bank credlt to eligble nontradltlonal 
export borrowers Aimed at malung NTEs financmg envronment favourablel 
attractwe by providing a lendmg comfort, by way of credlt recovery assurance, to 
commercial banks The guarantee reduces the non-recovery nsks whch has been a 
blg hmdrance to accessmg credit, especially for borrowers w th  madequate collateral 
The premlse here is that commercial banks have sufficient liquidity to lend to NTEs 



How beneficial wdl the scheme be to NTAEs7 

NTAEs wth  madequate collateral, actually the majonty of them do lack the 
conventional urban-based collateral requlred by banks, wdl have access to bank 
credit The guarantee w11 provide added collateral 
The scheme's eligble purpose 1s extended, mcludes non-worlung capital requlrements 
e g , mvestment m rnfrastructure such as cold storage, warehouses, pack-houses, 
drymg and packagmg facilitres These are mtical for mcreased NTEs and yet a few 
financmg products for them are avadable m the banks Banks are largely mterested m 
short-term worlung capital lendmg 
Extended loan durations makes it more attractive to borrowers 

0 Interest rates may drop owmg to the reduced default nsk and lower costs of recovery 

ACDWOCA PL-480 Ruk Fund wth  the Co-op Bank IDEA may be able to access h s  
fund for productron-onented credt for farmers and traders 

The component should also consider STTA to support economic analys~s of mvestments m 
pack-houses and jwce processmg (e g passion) and general competitiveness analys~s 

F Next Phase 

BAF plans for the next phase should mclude 

Contmue med~atlon to both HV and LV clients 

Contmue developmg busmess and operatmg plans for large, med~um and small-scale 
producers Large f m s  can be referred to APDF Medium and small firm busmess 
plans can be done m-house, or w th  STTA provided by the Project, or w th  experts 
provided by the Consultants Access Fund (CAF) To the extent feasrble the CAF 
should be favored over bmgmg m STTA because it helps build local capacity 
Oversight of busmess plans can be acheved by the use of the local expert on the 
Project 

Contmue fmancial mediation for both long-term and short-term fmancmg 

Continuing workmg w t h  ATATN m mput supply support Together w th  LV and HV, 
the BAF component should insure expansion of ATAIN for broader outreach and 
greater impact 

Contmue client assistance in record keeping 

Contmue to assist chents in management of outgrower operations 



Contmue pursu~t of accessmg and leveragmg ass~stance fiom other actrv~t~es whch 
can ass~st cl~ents m obtalrung financ~al support for then busmesses (ATAIN, 
ACDWOCA PL-480 h s k  Fund, APDF, CAF, BUDS, Harvest Fund, Export 
Refinance Scheme) 

E~ther through STTA or local consultanc~es, the BAF component should also ass~st 
ADC m establ~shmg a record of farm or firm level data for key export crops ADC 1s 
supportmg %s would rnclude actual figures on cost of produchon, y~elds, and 
returns so that an assessment can be made on how farmers are actually domg wth 
spec~fic crops and some compansons can be made among the vanous crops whch are 
bemg promoted The ADC team is assurmng farmers are behavmg rahonally, malung 
money, but the Project needs more ev~dence and perhaps set some parameters (pces,  
y~elds, produchon costs) for farm level profitab~hty Tlus should be done m 
collaborat~on wlth the M&E component 

Contmue BAF as a Support Umt to the LV and HV Components The LIII..~ can 
funct~on wth  the local BAF Spec~al~st and, apart fiom demand dnven STTA, does 
not need an expatmate LTTA T h ~ s  fiees up TA LOE m the overall IDEA Project to 
focus on the LV and HV Components 



V ASSOCLATION STRENGTHENING 

As noted m the last evaluahon, the assumphon underlymg &us component was bas~cally flawed 
The assumption was that broad-based cornrndty or group assoclat.lorn could be developed m the 
m d u m  term to prowde support m c e s ,  and ensure the contmwty of ADC-type servlces for 
NTAEs Although project targets were met, most of the NTAE support assoclaons remam weak 
and lack comtrnent from members It has been noted that it IS only when mdndual firms 
become strong that they then can begrn to form strong associaom Smce Uganda IS stdl m the 
process of buddmg strong h s ,  it is probably not reallac to expect to estabhsh strong 
assoclahons m the near term unless they emerge on ther own 

ADC staff have prowded the wde array of NTAE associahorn wth considerable help m 
developmg a vlslon, comrndty support and m developmg ideas of servlces they can prowde The 
project has put a lot of effort m strengthenmg these associaborn wthout a lot of payoff 
Therefore the project should not be preoccupied over the sushnabhty of support o r g m h o r n  
The project can contmue to help associahons focus on prov~sion of m c e s  where prachcal and 
feasible and support associahom as they would do for other chents 

B Lessons Learned 

Associabons wll  survlve only If beneficlanes benefit permanently from the m c e s  
prowded What counts most is sustambhty of mcome flows of beneficianes 

Focussmg on mputs (office space, equpment, etc ) is not enough and often dstracts from 
the mportant tasks llke d e h g  msslon and the dellvery of real m c e s  to a mernbershtp 
base 

There are too many NTAE associahorn currently m Uganda, the Project could put a lot 
mto all these associmons and get low or no payoff 

C Next Phase 

ADC should look to support associahons as they would ass~st other chents Work wth them on 
specific assignments and achwhes to help m e w  what they can offer members 

The IDEA Prqect should as much as possible try to channel assistance through assoc~ahons as a 
way to mcrease the servlces they prowde to members 

The ADC team should contmue to work wth selected grassroots rural based f m e r s  assoclahons 
m project areas 



VI. EDUCATION AND TRAINING COMPONENT 

A Descnpbon of Actmbes and Progress 

The training program has been effectively used to further the goals of the Project Most 
t r m g  has been well targeted and demand-dnven The t r m g  component is a support 
function for the entxe project Much of its achevement is captured via the other components 

The Project has far exceeded ~ t s  targets m providmg slulls t r a m g  As seen from the table 
below most LOP targets had been exceeded by the end of the fourthproject year 

Table of Project Indicator for Research, Extens~on and Educabon Component 
I I I 

Student mternshps (number) I 60 1 68 1 113 

Ind~cator/Actmty 

MSc students tramed (number) 

Makerere Umversity departments 
assisted (number) 

Value of equipment delivered (US$) 

+ One MSc slot was used for alt Ph D program m Ag Econ m whch 10 candidates were 
placed and 9 completed all courses 

LOP Target 

6 

3 

180,000 

NTAE courses (number) 

Participants tramed (number) 

The Makerere Program for short courses m NTAE has been successful and popular wth growers 
and techclans Makerere has had d~fficulty m establishmg th~s on a mstamable basis The MSc 
parhcipant tmned m the U S  and assigned to developmg the Agnbusmess program has only 
recently been mtegrated m to Makerere staff Makerere lacks staff wth hands on experience m 
agnbusmess and short-term courses depend on outside short-term lecturers provlded by the 
Project 

The mtern program has been parhcdarly successll A number of Interns have been placed 
permanently wth producers after the= mtanshp The program is begmmg to create a corps of 
Ugandan agnbusmess specialists m the NTAE sectors 

Quanbty/ 
Value 

Ach~eved 

5 

3 

196,000 

Based on progress made m four out of the mbal five-year penod 

25 

750 

The U S MSc Program has had lmted Impact m achevmg the Project's goals Out of the four 
parhcipants that have completed degrees so far, only one is workmg m an area related to the 
project 

% of LOP 
Target * 

83+ 

100 

109 

140 

13,021 

560 

1,736 



The support to the Makerere PhD program m Agricultural Economcs has ennched that program 
but ths achvlty IS not hect ly  w e n t  to meetmg Project goals and draws on scarce management 
m e  

B Next Phase 

The project should &sengage £?om mversity mstitut~onal bmldmg exerclses The first phase 
has afforded the opportumty to learn what t r a m g  programs have been dlrectly effectlve m 
supporhng the Project's goals The second phase should concentrate on the t r m g  act~vlbes 
that have dlrect payoff and suspend achwbes that have less durect mpact and/or require hgh 
levels of management bme The Project should sbck wth  areas that are w q u e  to the Project 
and won't be done by other orgmzabons Based on h s  mtena, the support for deyelopmg 
academc programs should be dropped Other mshtubons can provide support for h s  

The second phase should focus on specific, demand-dnven, shlls onented t r m g  Major 
areas for conslderahon under the second phase would be expanslon of the mtern program to 
agricultural colleges, contmuabon of NTAE short courses and courses speclfic to tecbcal  
needs such as codes of practice and safe use of crop chemcals 

The component IS adequately covered by a local expert Recrutrnent of an expatriate LTTA 
for h s  component IS therefore not necessary 



VIL MONITORING AND EVALUATION COMPONENT 

The Momtomg and Evaluabon (M&E) Component is ~nvolved m 

Routme reportmg on project mputs and outputs 

Collechon of unpact data through commod~ty mpact assessment studes, socicreconomc 
and household mcome data. 

Produchon of the Agn-Busmess fighl~ghts m a g m e  

Ass~sfmg USAID wth reporhng requirements (CP, R ~ s ,  etc ) 

The mam challenge th~s component faces is the lack of readdy avalable data on the agncu1tura.I 
sector Secondary data sources on export data are, however, mprovmg and are fmly reliable on 
the HV side ( m  fieight stahst~cs) The ADC is seen as a source of HV export data h c h  lt gets 
duectly fiom exporters and m fre~ght figures However, there IS a tax &smcenhve to report 111 
levels of official exports, resultmg m a f m  amount of under-reporhng 

On the LV slde, export data IS not bad on official/fomal exports, but a lot of LV exports pass 
through lnformal channels wh~ch does not get recorded and mformahon IS patchy at best In 
general, household level data IS not very reliable and there is no system m place m Uganda to 
collect tlus type of data. AID agencies (e g WFP) have some data, PL-480 has some data on 
mam, beans, oilseeds and cassava FEWS project assists wth precipltabon mformabon 

The M&E component has undertaken a number of mpact studes on selected export commdhes 
However, they have turned out to elther be mcomplete or mcons~stent, m h g  compmsons and 
aggregahon of data difficult 

The BOU m collaborahon w~th relevant government organs, has established a c o m t t e e  on 
Internahonal Trade Stahsbcs The comrmttee compnses prqects and mtuhons  mvolved m 
exports and mports (Mmstnes of Fmance, Tounsm, Trade and Industry, Agriculture, Uganda 
Revenue Authority, Uganda Export Promobon Board, Bank of Uganda, ADC, etc) They have 
been acbvely encouragmg different stakeholders to contribute toward the streamlmg and 
unprovrng reliab~lity of unport and export data. The ADC's local Momtomg and Evaluabon 
Speclalist IS on th~s team Thls helps to consolidate the pieces of mfonnabon h c h  are bemg 
collected and to make some compansons 



The M&E component IS basically good at motutonng project Inputs and outputs and aduevement 
of targets The momtonng system m place {Agnbusmess Impact Momtomg Systems (AIMS)) IS 

responsive to performance m d ~ c a t o ~ ~  and USAID reportmg reqwements 

The M&E component responded to the last evaluabon recornmenhon to w o v e  estrmates on 
household mcome The component comrmss~oned a number of mpact W e s  (covering m w ,  
beans, flowers, fkesh produce, and varulla) There is, however, need to consohdate h s  
mfomabon and contmue to fill m gaps (see suggeshons below) 

Secondary data is poor, unrehable, especially at the household level Macro level data concermng 
low value producbon, yields and consumphon is also poor The component should selze all 
opportumbes to work wth other stakeholders to greatly unprove data on NTAEs, m a w  and 
beans pr&cbon, crop forecasts, etc Thls IS a far reachmg conslmnt, addressmg ~t enbrely is 
beyond the scope of a smgle project such as IDEA 

D Lessons Learned 

Can not rely on secondary data. 

Need to mcrease coverage and rehabhty by w o r h g  wth other stakeholders 

W d  need to collect primary data on some of the key commocfibes the project is provldmg 
assistance on 

Can use export data to prowde reasonable eshmates for most of the HV export 
c o m m d ~ e s  wh~ch go through formal channels 

E Follow-up Issues 

Need to unprove unpact data, mcreasmg coverage and fillmg m gaps 

Need to work wth USAID on completmg a revlsed results b e w o r k  for the Project and 
revlsmg mdcators to capture more data on Project Impact on technology adopbon, yelds, 
producbon, trade, and household mcome 

Need to work wth the BAF umt m collectmg farm management data 



F Next Phase 

Th~s  component is funcbomg well under the management of a Local Speclallst The program 
should contmue momtonng and reporhng on progress m prqect mplementahon It should 
redefine ~ t s  unpact momtonng program to better capture the npact that the Prqect IS havmg on 
achlevmg SO 1 goals, parhcularly m the Low Value component (see recommendahons below) 

The Momtonng and Evaluahon Umt should contmue collabomhon wth other stakeholders, 
mcludmg the Internabonal Trade Stat~shcs Comrmttee (ITSC), PL-480 ACDI team, WFP, UEPB 
and FEWS Recommendahons on lmprovmg Impact data momtonng are hscussed below 

HV -- Smce most HV crops are exported formally, lt is posslble to complle export figures fiom 
reliable sources The project has good mformabon of the structure of producers m v d l a  and the 
rose mdustnes to make estunates on mcome and employment ~mpacts fjrom export figures It IS 

recommended that ADC undertake stuhes wh~ch w1I1 provlde a s d a r  background for the other 
key (big mpact) export sub-sectors (other cut flowers, fkesh produce, papam and cocoa) such that 
rehable Impact figures can be denved fiom export figures Accordmg to the M&E advlsor th~s IS 

probably not a hfficult task for cocoa, papam would probably be reasonable smce there IS only 
one major exporter, they would just need to estunate the number of producers, average 
yelddproduchon and estabhsh a basehe (the project has some of h s  mformmon already) 
Bananas would be more problemat~cal but could be done m some way focusing exclusively on 
project areas The mam problem wth bananas IS that formal exports may only capture a very 
small h h o n  of total exports smce a lot are exported mformally to regonal markets Also there 
IS not a clear marketmg channel for matooke and the majonty of produchon is consumed on the 
domeshc markets 

LV -- Gettmg reliable unpact data on m e  and beans is also a bit dfficult Hence, the M&E 
component needs to focus mostly on project areas One recornmendabon IS to undertake surveys 
m project areas to get profiles on r n w  and beans producers to get a plcture of produc%on 
pm&ces, adopbon rates and associated ylelds for different categones of adopters Then by 
trackmg mam. seed purchases by regon one could make some estmates regardmg yelds and 
mcome mpacts The M&E advlsor thought tlus was feaslble m most project areas especially 
where an mput supply and hstnbuhon network exlsts He thought the component could work 
wth extension agents on a system slrmlar to th~s 

Other recommenda~onslobservations 

The project may need to do more spot momtonng of selected border sltes dunng appropnate 
seasons to keep up some e m a t e  of mformal trade (at least m regard to kechon of flow, 
comrndty rmx, seasonality patterns and an estmate of volumes) 

USAID may have to live wth mpact data fiom project areas (rather than nahonal data) on the LV 
slde (mcluhg bananas) Most of the HV mpact mhcators can be captured nmonally 



I The project is contnbutrng to important mulbpher benefits through the purchase of mputs and 
support services m the domesbc economy To-date attempts to capture h s  mform&on have not 

I been successful The ADC team should do some specialized surveys to estmate th~s Impact m 
targeted areas 
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VlII MANAGEMENT COMPONENT 

A Descnpbon of Acbvlbes and Progress 

Management of the ADC has been well executed Tins is evidenced by its success m 
achlevmg a hgh level of unpact, hgh staff morale, efficient execution of tasks, well 
executed work planrung and reportmg, and the creabon of a wde  array of partnershps to 
leverage resources and mcrease project Impact These successes are complemented by the 
ADC's reputation for leadershp and techmcal excellence among clients, government 
agencies and donors 

The Management of the ADC englobes a wde  range of h c t l o n s  summanzed as follows 
- Team burldmg and leadershp, 
- Program oversight, 
- Organnation of techcal  plannmg and reportmg, 
- Fmancial planmng, accountmg and voucher submssions, 
- Home Office L~aison, 
- Logstical Support and Personnel Admmstrabon, 
- Orgarzlzat~on of Steenng Committee Meetmgs, 
- Techcal  and organizational supervision of the Grants Component, 
- Representation of the ADC at government, donor, pnvate sector and techcal  agency 

forums, 
- Llalson wth AID and Partuxpation m M.mion P1-g Exercises, 
- Obtamng AID approvals/concurrence, 
- Advisory services to other USAID Projects, 
- Information and lmson wth foreign and local busmess concerns, 
- Oversight of agreements wth partner msbtut~ons (PVOs, Makerere Un~versity, 

NARO and Assoc~ations), 
- Development of mstitutlons to assume ADC's role after the Project 

The ADC IS the victim of ~ t s  own success whch creates an ever-mcreasmg load m provldmg 
mformation and performmg representabonal, advisory and lialson h c b o n s  As th~s  
contmues to Increase the Management Component IS approachmg overload Changes m 
USAID's planrung process (reengmeemg) has also mcreased the burden on ADC 
management bme, as have changes in Wssion staff wth the attendant reassessment of 
activities and pnontles The COP has addressed the problem of management load by 
culbvatmg local staff to assume mcreased responsibilit~es Many of the logstic support 
functions have been assumed by a local staff member Local professional staff are being 
called upon to assume more representabonal and Iiason hc t lons  

Development of replacement organizations as stipulated m the ongmal COP terms of 
reference has proven for a vanety of reasons non viable as an approach to achlevmg 



sustmnabillty of ADCs services Accordmgly less effort 1s bemg devoted to thls function 
Sustainab~lity can slowly be acheved m the vanous sectors wth  mcreases m the number of 
successful operations Associations w11 progress wth the mcrease m number and 
competence of firms Many opbons have been explored to create a sustamable ADC capacity 
Local consulting f m s  lack expenence and demand fkom donor orgamzat~ons for thelr 
services are hgh Thrs makes consultmg for the pnvate sector less attractive, unless of course 
~t 1s donor funded ADC services can only be replaced over tune as the local sectors evolve 
and more expenenced consultants are generated by these sectors 

C Conclusions 

The Project deslgn for the second phase needs to conslder management load when 
developmg actlvibes Actwit~es that have a h~gh management cost should be screened out 
The ADC wll  have to be ngorous m choosmg acbv~t~es and partners that offer the prospect 
of a hgh payoff Thrs means that they wll  have to be more selectwe m choosmg partners 
and not attempt to accommodate too many collaborators This, however, 1s easier sald than 
done The ADC 1s seen as the center of expertise for agricultural development and as a result, 
the Mssion counts on the ADC to provide gudance and support to PVOs, NGOs and local 
assoc~ahons The ADC cannot rebuff these partners wthout darnagmg relations for both the 
ADC and the Mssion It 1s suggested that the ADC more rigorously define cntena for 
mtervent~ons (part~cularly m the Low Value Component) to screen out partner activities that 
are not, by v m e  of actwity, cllent or geographc focus, hghly pertment to mcreasmg market 
onented production 

The Chef of Party needs the resources necessary for hmng a professional adrnlmstrat~ve 
officer Attempts to recmt locally for a h s t r a t w e  staff have not worked out The contract 
may need mcreased resources to h e  expabnate achmstrat~ve staff In the event that the 
Grants Component or an equvalent resource is assumed under the TA contract, the contract 
wll  need to provlde an adhbonal staff member to handle the mcreased management load 



IX GRANTS MANAGEMENT 

The grants element of the IDEA Prqect was designed to prowde operatronal h d m g  for selected 
research and extension achvlhes that supported the goals of the project It works m tandem wth 
the Agnbusmess Development Center (ADC) h c h  prowdes packagmg of grant proposals and 
techcal oversight to the work carned out under the grants awarded under h s  component 
Grantees are prequalified by the ADC and are essentrally clients of the ADC 

The USAID Mssion admmsters the grants program Cntena for the grants are established by the 
ADC and are based on the relevance of the Grant to the Prqect's goals of rncreasrng NTAEs 
Applicabons are rewewed by the Project Steenng C o m t t e e  Apphcaons that are approved are 
forwarded to the USAID Mssion for mplementabon of a Grant Agreement or an unplementahon 
letter dependmg on the grantee The Mssion provldes financial oversight and accounbng for 
grants The amount earmarked for grants under the first 5 years of the Project is $3,3 13,650 The 
amount awarded to date is $2,224,700 and the amount dtsbursed is $1,215,979 A total of 38 
grantdsub-grants have been awarded 

The Tables found m Annex 2 provlde a full descnphon of the grants provlded to date A 11st of 
cost-shanng actrvlty wthm the hsbtutronal Contract Specialrzed Actrwtres is also mcluded. A 
projechon of grant requuernents for the second phase has been made 

A Progress and Impact on SO1 Obj&ves 

The progress and unpact achleved by the Grants program is captured under reportmg on the High 
Value and Low Value components of the Agnbusmess Development Centre These components 
could not have been fully effectrve wthout h s  resource 

B Issues and Recommendahons 

Many of the smaller grantees are relatwely new, fiagde, small associations or pnvate firms 
which are not geared to the ngors of grant management and have relatwely low 
organizational capacity for lrnplementation There are too many grantees that don't have 
sufficient capacity to implement a grant, thelr performance is low and the effort requlred to 
improve ~t would Impose a heavy management burden Msslon management resources are 
shrvllung and the capacity to manage this component is accordmgly reduced The relatively 
large number of grants and the number of grantees wth  low management capacity make the 
Grants Component management Intensive Another related Issue is the disconnection between 
techcal  oversight and fmanclal management The ADC has technical oversight but no 
authonty over disbursement of funds or ultimate accountability This depnves the ADC of 
the leverage ~t needs to get performance 

It is currently foreseen that approximately 18 grants w1I need to be made over the rest of the 
life of the project Est~mated funding total for these is $1,200,000 



The ADC has expenence m operatrng a smaller pool of funds termed 'Spec~alized Act~vit~es' 
whch are included under the mstitutional contract The Project should assess the needs for 
small grant resources and shft  fUnds to the TA contract for d~rect management of thls 
resource At the same t ~ m e  simpler mechmsms should be found for achevmg the same ends 
Purchase orders for fixed fee contracts could be explored as an alternatwe and, dlrect 
purchase of mputs and payment of labor hectly by ADC m~ght also be simpler than doing a 
grant in some cases 

The Project has two organizations that receive relat~vely larger grants and have reasonably 
strong grant management capacity These are NARO and the APDF 

NARO The grants to NARO have been particularly useful m providing ~mproved vanet~es 
to the Low Value Component and have provided some support to the Hgh Value Component 
m vegetables, bananas and cocoa ADC has provided sound t w h c a l  and financial overs~ght 
to the NARO Maize and Bean Program Grants Techcal  management has been done wth  a 
market led perspective of obtalrung the vaneties deslred for the sectors as opposed to an 
mstitutional budding approach whch would place more emphasis on research program 
management The time allotted to TA for research oversight IS too little to perm~t t h s  latter 
approach Inst~tution buddmg is not the purpose of the research support offered by the IDEA 
Project Th~s  bemg said, the level of fundmg for these programs IS substantial and th~s  level 
of involvement would ordinmly be accompanxed by more TA for adv~srng on overall 
research planrung and management IDEA is not a research support project and should not 
have the burden of fundmg total research programs or providrng program overs~ght By 
l m t m g  itself to the research outputs that are stnctly needed for achevmg its outputs the 
Project could pay much less for the same result NARO recelves support from several donors 
and IARCs If the Wssion decides that ~t wants to prov~de support for NARO it should do it 
w th  an mtervenhon that is espec~ally des~gned for that purpose 

Now that the Project seems to have and adequate array of vaneties of maze and beans it may 
be less dependent on NARO but the research programs wll  still need support and 
collaboration 

It is recommended that the grant to NARO be phased out and that future work wth NARO 
be funded via research contracts under the TA contract for very specifically defined needs 

APDF The APDF grant has been very productwe In collaboration w t h  ADC the grant has 
been used to fund sub-grants to provide key techn~cal servlces to the ADC clients in business 
and production management and preparation of busmess plans for credit applicat~ons The 
second phase of the Project wl l  requlre s~milar types of techcal  services at a fairly high 
level The current arrangement has proven satxfactory and should be maintamed It IS 

recommended that the APDF grant be mamtained under Wssion management and that ~ t s  
fundmg level be rncreased to cover the needs projected to be $400,000 for Phase I1 of the 
Project 



Host Country Counterpart Funds 

Under the PROAG (SOAG), the Project also receives counterpart contnbubons fiom the GOU 
through the MTTI whxh goes dxectly mto a separate account, Developmg Export Apculture 
The amount agreed upon ulth the GOU was USh 1 bdhon over 5 years These b d s  are used for 
a vanety of purposes ulth concurrence fiom the ISC Unfortunately, the amount and frequency 
of fundmg IS unpredictable 

These funds were programmed for support of the follow~ng actlvlties 
- The Market Information System (USh 160 Mdl~on), 
- Market Contact Vis~ts to overseas buyers and trade shows (USh 450 Million), 
- International T r a m g  and Conferences ( USh 352 Wll~on), 
- IDEA Steemg Committee ( USh 28 M~llion) 

To date the Project has recewed USh 282,753,000 (about 28% of the agreed amount) Of the 
amount recewed there IS a balance avalable of approximately USh 73 Mdlion The payment 
of the GOU has been on an uregular bas~s Uncertamty about the ava~labil~ty and regularity 
by funds forced the Project to cancel the employment of the Market Information Manager 
posltion and cancel subscnpt~ons to market mformabon services Travel to trade shows and 
conferences has been curta~led 

Gwen the financial d~fficulties that the GOU IS expenencmg ~t IS unlikely that the full GOU 
contnbut~on w11 be forthcoming but it IS crucial for some areas whch are adrnlnlstratively 
difficult to fund &om the USAID portion of the grant These are Internat~onal Travel for 
Trade Shows and Conferences and travel and meetmg costs of the ISC 

Costs for operatmg the Market Information System could be transferred to the USAID 
portion of the grant If possible, w b  the llmits authonzed by the TA contract, ~t would be 
preferable ~f the Market Informatlon Specialist poslhon be funded under the TA contract 
because ~t would put the MIS spec~alist on equal footmg wth other local speclal~sts, and the 
ADC would not be requlred to manage employees operatmg under different systems 

It IS therefore recommended that costs of the MIS be transferred to the USAID funded 
portion of the Project and that every effort be made to sensit~ze the GOU to the potentla] 
losses in impact that may occur by I~m~ting Uganda's presence m mternat~onal trade events 
and reduc~ng support to the ISC 

Annex 3 provldes further background dormahon on counterpart contnbutrons 



X OBSERVATIONS AND CONCLUSIONS 

Uganda lags far behnd many countnes m A h c a  in Agmultural Technology Durvlg the 
seventies and eighties, whlle many countnes were gomg through the green revolution and 
subsequently, structural adjustment, Uganda was plagued w t h  problems of civil stnfe and 
political mstab~lity With the return of political stability m the mebes ,  Uganda 1s focussing 
on development and IS stnvmg to move forward economlcally But, ~t is restartmg from a 
low level of capaclty m both the pnvate and the publlc sector In apculture, the models for 
success m the slxties and seventies were based on parastatal schemes These are st111 the 
phllosophcal reference points for many Ugandans but the technical competence that made 
them successfid has been lost over tune and liberalization has rendered them mvalrd as a 
model for agricultural development 

The long penod of pollbcal turbulence led not only to a loss of abillty to plan agricultural 
programs but a loss of the ability to produce at the farm level There has been a reversion to 
subsistence production Cash crops have suffered from lack of sectoral organization and 
t echca l  support Staple crops are largely grown on a subsistence basis Use of mputs is 
low, producbon is mefficient and the surplus that is generated for export or off farm 
consumption is pnmanly the result of abundant land and favorable ramfall As a result, 
producbon vanes wdely from year to year 

Development of the h g h  value non-trad~tional agricultural exports, requmng both capltal and 
know how has suffered from the same problems Much of the capital and managenal talent 
left the country m the eighbes It is only now that a strong pnvate sector capacity m 
agricultural is begnnmg to take form 

The question was raised d m g  the evaluation concermg the opportuIllty of mvestrnent m 
other areas as opposed to IDEA This question goes beyond the scope of the evaluation and 
can't be answered thoroughly wthout knowmg more about the potential of other areas of 
mvestment, be them m agnculture or elsewhere But there are some general lessons that one 
can gam from the LDEA expenence Overall, it would seem that Uganda's comparative 
advantage still lies in ~ t s  favorable cl~mate and availability of land and water Its relatwely 
low level of mstltutional and human resource capaclty probably precludes ~ t s  emulatmg 
expenences m other h d  world countnes where low salanes attract large mvestments m 
manufactmng and t echca l  services Agriculture should logcally present the area of 
greatest opportunity for mcreasing exports and household income for some time to come 
Relatrvely small mvestments m maize farming or participating in outgrower schemes can 
create viable small enterpnses and employment at a sign~ficant rate 

Potentral USAID mvestments in other sectors w11 be plagued by the same ~nstrtutional 
wealmesses encountered by the IDEA project There IS a lack of plannmg, management and 
worker slulls m both the public and pnvate sector that seems to be common to all sectors 
Investments in almost any sector wl l  be confronted by theses same obstacles Thls is an area 
that is not easily remedied Formal training can help but overall the only solution is for a 



significant number of the workforce to benefit from worlung m successful and efficient 
enterpnses and services where they can obtam expmence and reference pomts for sound 
practices This can only come wth  hme and gomg through the slow process of creatmg 
more examples of success 

Uganda is typical of many countnes that have embraced liberalization It has gone through a 
first phase of liberalimg the economy by talung off controls and divestmg itself of 
enterpnses that compete with the pnvate sector It is now entemg m to a more complex 
phase of definmg the productive role that the state can play m providmg regulatory services 
that enhance the functionmg of the pnvate economy 

The GOU has been supportive of the IDEA Project and the general government attitude 
toward mnovatlve approaches to development is favorable As evidenced by the 
Modemsation Strategy for Apculture, the government is str~vmg to develop new visions 
and strateges for economic growth Tlus process wl l  take hme before it results m strateges 
that can serve as frameworks to devise policies and regulatory practices There is a hgh turn 
over m political leadershp at the mlmstenal level and there are few semor technocrats who 
can oversee the p l m g  and policy issues of the government Middle level civil servants are 
still anchored m the precepts of a state run economy and are either resistant to change or are 
hesitant m approachmg the pnvate sector Nevertheless, thls process can be fostered by 
assistmg the relevant mmstnes to learn from expenences m Uganda as well as other 
developmg countnes 

IDEA is w q u e  m Uganda It is probably the only Project that addresses on the ground the 
total spectrum of product~on and marketmg functions necessary to increasmg the 
competitweness of Ugandan Apculture It is a provmg ground for Uganda's Agricultural 
Modenusahon Strategy Many of the donors lnterviewed felt that IDEA is contmbutmg 
much to the l emmg process mvolved m desigmng and implementmg agricultural programs 
m Ugandan apculture 

The Mission should take full advantage of IDEAS expenence m developmg its dialogue wth  
the GOU and other donors A more systematic review of the lessons learned by IDEA could 
serve as a starhng point m refimng the articulation of specific policy constramts that have 
broad implications for pnvate sector development The IDEA Project however, should not 
be overburdened by refinmg the policy issues and lessons learned fi-om its implementation 
This could be done most successfully by providmg outside expertise that has the time to 
digest and articulate the lessons learned Some of the areas that warrant more explicit and 
systematic documentation and s h a g  wth  other partners are 

- expenences w t h  cred~t and fmancmg, 
- lessons learned in shippmg, handling, cargo and cold chains, 
- the role of Public services m supportmg exports, 
- policies favonng pnvate input supply, 
- approaches to development of pnvate and public institutional capacity, 



The JDEA Project's achevements, as well as expectations for the Project, should be judged 
wth an understanding of the low level of mst~tutional capacity wth  whch the Project is 
confronted 

The project is gettmg a good return on mvestment The Project is currently spendmg 
approximately $4 Mdlion per year It is malung a major contnbut~on to generatmg exports m 
the range of $30- 40M1llion per year A large port~on of h s  sum is value added to the 
Ugandan economy and is spread over a large number of beneficlanes There are mcreasing 
amounts of secondary benefits and mulhpller effects, whch could be added to these pnmary 
benefits 

Reasonable planrung projections of what the project can acheve m exports by the end of the 
next phase are m the range of $80 Mdlion Straght lme projections based on the rates of 
growth ach~eved m the first phase show that the project could achieve annual exports m 
excess of $100 Wlhon However, th.~s rate of growth is contmgent on continued mcreased 
mvestment m the sector, contmued access to creQt and reasonably stable markets for the 
major comrnodihes such as roses Some payoff to vmlla and cocoa can be acheved by 
unproved production practices of exlstmg plantabons and unproved post harvest practices 
But major increases m these comrnodihes w11 not be acheved until additional area is planted 
and comes m to production At least five years wl l  be requlred before sigtllficant export 
mcreases can be acheved fiom expanded area of these two commodit~es 

Many of the Project's mterventions are gettmg over the more labor mtenslve "start up" phase 
and expansion of these can happen more spontaneously now that successfbl models are m 
place and more expenence has been gamed by producers, traders, exporters and banks This 
should allow for the project to get more return to ~ t s  mvestment m TA The lack of capacity 
of consultmg f m s ,  associations, and public services requue that the Project mvest 
considerable bme m oversight of implementahon and morutonng The recommendation that 
the Project devote more effort to targetmg and morutonng Impact w11 mcrease TA workload 
m the ADC 

Some savmgs can be made m TA time by focussmg at hgher levels and on activities that 
have a high payoff, but TA w11 contmue to be stretched h and a hgh payoff can be 
acheved by providmg for techn~cal assistance resources to the project It's not advisable to 
be over prescnpt~ve m dictatmg what the project does It needs some lat~tude to determme 
when and how it can make the shift to areas of greater opportumty Partnenng can help, but 
the Project needs to retain a leadership position m the activities wth whlch ~t 1s associated to 
guarantee consistency and coherence m approach 



M RECOMMENDATIONS 

The LOP of the IDEA Project has automabcally been extended to comc~de wth the L ~ f e  of 
Strategy The Current Strategy Agreement ends m 2001 and wdl need to be extended to 
cover the extended phase of the contract, whch ends m June of 2004 

Major results can be acheved d m g  the life of the SO1 strategy However, creatmg a 
sipficant number of sectors that have the expertxe to access technology, finance and 
markets on an evolvmg and sustamable basis is a long undertalung The work undertaken by 
the Project requlres a long term strategc framework Ten add~tional years fiom the present 
would be a reasonable bme fiame to acheve matunty m most of the commod~ty sectors m 
whch the project IS currently engaged 

- It IS recommended that the Mss~on review the life of the SO1 strategy to determme 
the length of trme necessary to achevmg major changes m economlc sectors that wdl 
result m sustamable mcome mcreases for rural men and women In the opmlon of the 
evaluators, based on case hstones fiom other countries, and the fledgmg state of 
development m Uganda, another decade is a realistzc commitment for NTAE 
mterventions 

- Every effort should be made to m a t a m  project momentum and continuity It IS 

recommended that the IDEA Project be extended at least through 2004 and that 
adequate resources be provided to the ADC to fully selze the opportumt~es offered for 
achevmg and momtomg Impact on mcreasmg Non-traditional Apcultural Exports 

- W~th the excepbon of the grant to APDF, the Misslon should phase out the current 
USAID managed grants program Resources from the Grants element should be used 
for the same purposes but should be managed to the extent feas~ble by the ADC 
Also, to the extent possible, s~mpler mechamsms such as dlrect purchase of mputs and 
fixed fee contracts for servlces should be use m place of grants 

- Reorgan~ze the Agnbusmess Development Center around two components, the H~gh 
Value and Low Value and transform the other components mto support umts 

- Conduct d m g  the next year an analysis to better defme populat~ons and markets to 
be targeted by the Low Value Component 

- Redefme the Scope of Work for the ADC (mcluding targets, md~cators and outputs) 
based on the Results Framework proposed in b s  Evaluation and the findings of the 
evaluation 

- Adjust Monitonng and Evaluation system to track newly defined mdlcators and 
gather impact data 



- Keep open opportumtles to conduct an analysls of add~t~onal commo&t~es and 
technologes to target dumg the second phase 

- Discontinue support to the NARO Mane and Bean Program and do research contracts 
for spec~fically ~dent~fied research tasks 

- The Mss~on and the ADC should develop a strategy that pnontnes use of cred~t 
resources and concentrates these resources on achevmg the most important results 
lrrespectrve of cre&t management mechamsms 

- Suspend actrv~hes related to publ~c mstrtu~onal support that do not contribute du-ectly 
to Project Results 

- Devote more effort m the Low Value Sector to developmg effic~ent, qual~ty onented 
producbon and marketmg systems 



DEA PROJECT EXTENSION 

CHEDULE OF ACTIONS REQUIRED 

40 A( 1 I O N  

1 Evaluation 
2 M~ss~on revlew 
3 Revisionslclarifications 
4 Actlon memo 
5 Mission decwon 
6 CO Advises Chemonics on intent to 

exercise option, lncl requirements 
7 Chemon~cs submlts response 
8 Chemon~cs prepares & submits 

proposal 
9 M~sslon revlew 

10 Miss~on negotiates counterpart 
contribution with GOUIMTTI 

11 Mlsslon prepares SOAG, slgned by 
GOU 

12 M w o n  prepares MAARD to extend 
project, add additional funds 

13 CO negotiates contract 
14 Contract signature 
15 Obllgat~on of funds 
16 Effective date of extension 
17 Commence implementation 

1990 2000 
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301, PPD, DIR, CO 
301, Eval Team 
301 
31R 

CI I 
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Sol ,  PPD, DIR, CO 

So l ,  PPD, DIR, CO 

So l ,  PPD, DIR, CO 
CO, CII 
co, CII 
CO, DIR 
CO, SO?, CII 
So l ,  CII 



XII ILLUSTRATIVE RESULTS FRAMEWORK FOR THE IDEA PROJECT 

A USAIDs SO1 and Country Strateg~c Plan 

A proposed results framework for the second phase of the IDEA Project 1s shown below The 
proposed fiamework takes mto conslderatlon the USAIDs Country Strategc Plan for Uganda 
(FY 1997-2001) The IDEA Project falls under two of the three mam SO1 components, 
namely mcrease m non-traditional agncultural exports and mcreased productivity of selected 
food products 

The key mdicators to measure m tks  regard are volume and value and yields and outputs of 
selected NTAE products whch are covered by the followmg mtermedlate results 

- (IR 1 2) Increased non-traditional agricultural exports 
- (IR 1 3) Increased producbon of food products 
- (IR 1 7) Increased adoptlon of unproved producbon and post harvest technologes 
- (IR 1 8) Increased access to markets 

Under the Country Strategc Plan, USATD recognizes that mcreased non-traditional 
agncultural exports wl l  be achieved by concentratmg on yield improvements through 
unproved technologes and seed varieties, dlvers~fication through identification of new crops, 
and strengthened processmg and marketmg systems to allow greater access to regonal and 
mternabonal markets 

B IDEA Project Results Framework 

The key strateges m achevmg Increased rural mcomes and production, marketmg and 
exports of selected NTAEs wl l  revolve around mcreased production efficiency, mput supply 
and utilizahon, access to markets, mcreased marketmg eEclency, agncultural processmg and 
provision of support servlces to exporters 

As seen from the project results framework below, these strateges wl l  be accomplished 
through dlrect mvolvement of the Low and High Value TAs In addition, TAs from the 
Busmess and Fmance, Research and T r a m g  and M&E m t s  w11 provide support m the 
areas of trammg, d~ssemmatlon of research findmgs, busmess planrung and access to finance 
and management for results to ensure that project goal and objectives are bemg met 

With respect to the Results Framework for the Low Value Component, there are three 
concerns which should be addressed The first is to define the mdlcators that can be 
extrapolated to provlde more accurate mformabon on ~mpact on mcome The second IS to 
choose lndlcators and targets which wll  dlrect the shfts m emphasis toward quality 
production The third is to define lndlcators that capture results as opposed to process 



IDEAS goal dictates a strategy based on mcreasing NTAEs as the opbmal way to mcreasmg 
rural mcomes This focus is appropnate for the Rgh Value Component because there is a 
relatively dxect relationship between Increased HV exports and mcreased mcome For the 
low value component, imposmg an export focus is not as appropnate Contnbubons to 
mcreased mcome for rural men and women can be mcreased and measured mternally wthm 
the Ugandan economy 

It is recommended that the Project Purpose Statement for the Low Value Sector be modified 
to reflect the unportance of producmg for mternal markets as a means to mcreasmg 
household Incomes (e g mcreased rural zncomes_fi.om trade of commodrfies rn the low value 
sector) l%s mo&fication does not fundamentally change what the project wl l  do It simply 
helps rabonalize and Improve the l o g d  framework under whch the LV component 
mtervenhons are Implemented and judged 



RESULTS FRAMEWORK FOR IDEA PROJECT 

INCREASED RURAL HOUSEHOLD 
INCOMES FROM SELECTED LV AND HV 

COMMODITIES 

INCREASED VALUE FROM PRODUCTION AND 
MARKETING OF SELECTED LV COMMODITIES BY 
COMMERCIAL AND SMALL SCALE PRODUCERS 

INCREASED VOLUME AND VALUE OF 
SELECTED HV EXPORTS 



- - - = -  
RESULTS FRAMEWORK FOR LOW VALUE COMPONENT 

INCREASED RURAL HOUSEHOLD INCOMES 
FROM SELECTED LV COMMODITIES 

\ 

r I 
INCREASED VALUE FROM PRODUCTION ' 

AND MARKETING O F  SELECTED LV 
COMMODITIES BY COMMERCIAL AND 

\ SMALL SCALE PRODUCERS J 
I 

I I 1 

INCREASED USE OF EFFICIENT 
PRODUCTION TECHNOLOGIES 
Use of tmproved crop husbandry 
Use o f  tmproved seed and fertrlrzers 
No of small scale adopter 
N o  of emerglng commercral farms 
No of farms accesslng productton credlt 
Increase m output and yrelds 
Reduct~on In untt costs 

Generat~on of 
Efiic~ent Productron 

Technologres 

No of research 
contracts 

No of technology 
packages developed 

No of new products 

f 
Promohon of 

Emc~ent Product~on 
& Post Harvest 
Technolog~es 

No of technolog~es 
from external sources 

No of post harvest 
handling systems In 
place 

No of field 
demonstrat~ons 

INCREASED SUSTAINABILITY 
OF INPUT SUPPLY 

Increased number of  supphers, 
dtstnbutors and stoclusts 
Increased number of  farmers 
Increased demand for Inputs 

Funct~onrng Input 
Supply System 

No of suppl~ers 
distributors and 
stock~sts 

Sales volume and 
value of seed 
fertlllzers &other 
Inputs 

No of firms 
practlclng safe use 
measures 

NO OF firms 
accesslng cred~t 

L 
Seed Multrpl~ed & 

Dlstnbuted 

No of pnvate sector 
partlclpants 

Volume and value 
of seed multiplted 
and dlstnbuted 

Market 
Iniormat~on 

System rn 
Operahon 

MKIS reports 
dissemmated 

Crop forecast data 
disseminated 

No of market 
analys~s 

INCREASED MARKET EFFlClENCY 
Reduced transportatron costs 
Prlce premtum 
Increased volumes marketed 
Increased tncomes 

Rural 
Agrrculturd 
Marketrng 

Systems (RAMS) 

No of pnvate 
sector partlclpants 

No of rural 
buymg centres 

No of producers 
sellrng through 
RAMS 

h c e  premium 
received 

Volume & value 
of cornmod~ties 
marketed 

Outgrower 
l n ~ t ~ a t ~ v e  

No of 
outgrower 
schemes 

No of producers 

Volume & 
value of 
commod~ties 
produced 

No of producers 
& schemes 
accessing cred~t 

Increased 
Exports 

No of exporters 

Volume & 
value of 
commod~ties 
exported (both 
formal & 
~nformal) 

No of firms 
accessing 
exporter finance 

Agricultural 
Process~ng 
Promoted 

No of firms 

Quanttty 
processed 

Value of 
processed 
productslvalue 
added 



I RESULTS FRAMEWORK FOR HIGH VALUE COMPONENT I 
r 

INCREASED RURAL HOUSEHOLD INCOMES 
FROM SELECTED HV COMMODITIES 

'. 
I 

1NCREASED VOLUME AND VALUE OF 
SELECTED HV EXPORTS 1 

/ INCREASED CAPACITY OF FIRMS TO RESPOND TO GLOBAL MARKET > 
I REQUIREMENTS 

Increase m number of products and markets 

I lncreased effic~ency and competltlveness 
lncreased output of selected HV commo&tles 
lncreased export volumes and values 

No of F~eld demos 

No of Tech 
packages 

Sales value of Inputs 

No of Adopters 

2 
Increase ~n Market 

Opportunlhes 

MKIS reports 
dmemmated 

No of new products 
and markets 

No of exporters 
u t ~ l ~ s ~ n g  mfo 

No of exporters 
accesslng finmce 

Research Achv~hes I 
I No of Research 

contracts 

I No of New products 

I No of Vanetal and 
agronomic trials 

No of Tech 

I 

Promot~on of Products 

No of trade shows 
attended 

No of mporters buy~ng 
Ugandan produce 

No of products 

No of producers & 
exporters 

A 
Quahty 

Improved 

No of post harvest 
handlmg systems In 
place 

Market share 

No of firms adoptmg 
code of conductlsafe 
use measures 

A 
lncreased Volumes 

of Produchon 

No of producers 

Volume & value of 
commod~t~es 

No of outgrower 
schemes 

No of producers 
accesslng pmduct~on 
cred~t 

A 
Agricultural 
Process~ng 
Promoted 

No of firms 

Quant~ty 
processed 

Value of 
processed 
products/value 
added 

/ INCREASED CAPACITY OF SECTOR TO PROVIDE \ 
EFFICIENT SUPPORT SERVICES TO EXPORTERS 

Reduced handlmg and shppmg costs 
Increase m use of fac~lltles 

1 Increase m volume of opemon 

Improved Aeport 
Handlrng System 

No of pnvate sector 
partlccpants 

No of handl~ng 
f a c ~ l ~ t ~ e s  

No of exporters 
uslng faclldes 

Consohdahon of 
Freight 

Frequency 

Export 
Reguhhons 

Favour lncreased 
Exports 

No of pol~cyl 
regulatory 
lnterventlons 



Annex 1 
AGRIBUSINESS DEVELOPMENT CENTRE PROPOSED ORGANIZATIONAL CHART 

DC PROJECT MANAGEMENT 

FIELD CROPS HIGH VALUE CROPS 

BUSINESS AND FINANCE 

RESEARCH AND TRAINING 

GRANTS MANAGEMENT 

MONITORING & EVALUATION 

OFFICE SUPPORT 



USAlD DIRECT ASSISTANCE TO IDEA CLIENTS 

Grants to The Hlgh Value Crops Component 
GRANTEE 
UVAN Ltd 

MAIRYE Estates 
MAIRYE Estates 

Kasrrye Agro-Mrxed Farmers 
Zwa Hortrcultural Exporters Ltd 

UAWMPE 
Nsrmbe Estates 

Natronal Agrrcultural Research lnstrtute 
Hortrcultural Exporters Assoclatron 

Fruit Park Ltd 
Uganda Natronal Vanrlla Assocratron 

NUSPA Shea Butter 

Total 

Grants To The Low Value Crop Component 
GRANTEE 

Natronal Agrrc Research Organlzatron (1996) 
Natronal Agrrc Research Organlzatron (1997) 
Natronal Agrrc Research Organlzatron (1998) 
Natlonal Agrrc Research Organlzatron (1999) 

Makerere Unrversrty (FAF) 
Uganda Natronal Farmers Assocratron 

Muttlpurpose Trarnrng and Employ Assoclatron 
Seed Muttrplrcatron Program 

Total 

Grand Total 

'International Finance Corporation (APDF) 
'Sub Grants From the $350 000 Grant 

SUB-GRANTEE 
Hortexa 

Mellrsa Flowers Ltd 
MK Flora Ltd 

Uga Rose Ltd 
Equator Flowers 

Commodity Exports Internattonal 
Hortexa 

Others Pendrng 

Total 

Total Grants 

COMMODrrY 
011 Crops 

French Beans 
Flowers 
Vanrlla 

Flowers 
Mushrooms 

Flowers 
Frurts & Vegetables 
Fmrts & Vegetables 
Fmrts &Vegetables 

Vanilla 
Shea Butter 8 011 

COMMODrrY 
Maue & Beans 
Maue & Beans 
M a ~ e  & Beans 
Malze & Beans 

Srmsrm 
Malze 

Malze 8 Beans 
Malze & Beans 

MedrumRarge Bus 

COMMODrrY 
Frurts & Vegetables 

Flowers 
Flowers 
Flowers 
Flowers 

Seed Productron 
Frurts & Vegetables 

AWARDED 
$40 000 
$30 000 
$18 000 
$28 800 
$40 000 
$40 700 
$40 000 
$100000 
$72 000 
$54 000 
$56 000 
$25 000 

DISBURSED 
$7 042 
$27 150 
$6 965 
$20 050 
$40 000 
$37 690 
$33 316 
$79 626 
$55 500 
$40 854 

s- 
$0 

AWARDED 
$162 000 
$304 000 
$286 176 
$199240 
$22 000 
$1 1 200 
$100 000 
$275 000 

DISBURSED 
$1 59 227 
$240 718 
$169 516 
$29 109 
$7 541 
$1 1 200 
$100 000 
$88 542 

AWARDED DISBURSED 
$35 000 
$35 000 
$35 000 
$35 000 
$30 000 
$35 000 
$46 000 
$70 000 

STATUS 
Ended 02/28/99 
Ended- 05/31/98 
Ended 05/31/98 
Ended 06/30/98 
Ended- 05/31/98 
Ended- 01/01/99 
Ended- 06/30/98 
Ended 09130197 
Endrng 10/26199 
Endlng 04/30/99 

TED 

STATUS 
Ended 12/31/96 
Ended-12/31/97 
Ended 03/31/99 
Endlng 03/31/00 
Ended 02/28/99 
Ended 12/31/98 
Endlng- 06/30/99 

Contrnuous 

Annex 2 

DISBURSEMEN7 
Rermbursemer 
Rermbursemen 
Retmbursemen 
Rermbursemen 
Rermbursemen 

Advantx 
Rermbursemen 

Advance 
Advancc 

Rermbursemen 
Advantx 

Cancelled before 
dlsbursec 

DISBURSEMENT 
Advance 
Advance 
Advance 
Advance 
Advance 
Advance 
Advance 

Purchase Order 

Endrng 02/28/00 Advance 

STATUS DISBURSEMENT 

Pendrng 

Pendrng 



Annex 2 Cant d 

ADC SPECIALIZED ACTIVITIES - COST SHARING AGREEMENTS PROJECTED THROUGH 2124/2000 

Grantee Total Cost Clfent Share ADC Share Total Budget Balance 
Seed Mult~pl~cat~on 8 Distr~bution Low Value 

Mweru ~ e n r a l  K131 
Govlndalffinnya Whlte H a n d  
Buwome Sehe Foster Soyabean 
SAFA Maize Bean Extensron 
M~scellaneous 

Total Seed Multlpllcatlon 8 Dlstnbutron 

HV Research 
KARl NTAE Plots 
H O R T W  Passlon Frurt 
RECO lndustnes Papaln 
J&H Flonculture Summer Flowers 
N~le Roses Bowardia 
KARl Banana Programme 
COREC b x a  Programme 
KARl Vegetable Plots 
Mlscellaneous 

Total HV Research 

LV Market lnforrnat~on 
MNS 
Mlscellaneous 

Total LV Market lnformatron 

HV Market lnforrnat~on 
M~scellaneous 

Total HV Market lnformatron 

Busmess Development Support 
ffingo Women Passlon Fruit 
Consultant Access Fund 
IPS French Beans 
House of Splces 
Mlscellaneous 

Total Business Development Support 

Support to Private Sector Assoc~at~ons 
Uganda Flowers Assoclatlon Show 
Uganda Flowers Exporters Assoclatron 
HORTEXA 
UNVA Radto Programme 
Mlscellaneous 

Total Support to Prlvate Sector Assoclatlons 

SPECIALIZED ACTIVITIES TOTALS 



IDEA PROJECT Annex 2 cont'd 

PROPOSED GRANTS ACTlVl'W FOR PHASE II 

GRANTEElACTlVlTY 2000 2001 2002 2003 2004 TOTALS 

NARO MAIZE 
NARO BEANS 
NARO HV HORT 
NARO BANANA 
NARO COCOA 

UFEA FLOWER VARIETIES 
UFEA GREENHOUSES 

HORTEXA PHH 
HORTEXA PRODUCTION 

UNVA VANILLA 

ENTEBBE AIRPORT 

LV SEED INDUSTRY 

LV COMMERCIAL FARMS 

LV NEW CROPS 

TO BE IDENTIFIED 

TOTAL 



ANNEX 3 

UNITED STATES AGENCY FOR INTERNATIONAL 
USAID I KAMPAU 
Ageu).fbr-- 
Wuttmgm DC 20521 2190 POBax7007KuHpl. Upndr 

I 

Mr Emmanuel Tumusiime Mutebrle 
Permanent Secretary/Secretary to the Treasury 
Ministry of Frnance 
Kampala 

Dear M r  Tumusrjme Muteb~ie 

RE COUNTERPART FUNDS FOR THE INVESTMENT IN DEVELOPING EXPORT 
AGRICULTURE (IDEA) PROJECT 

Reference IS made to 1) a letter from USAID to the Mrnistry of Trade and 
Industry dated November 21, 1997 (attached) and 2) a letter from Mlnrstry of 
Trade and lndustry to Mlnrstry of Frnance dated December 16, 1997 (attached), 
in whrch the Issue of erratrc and decllnmg host country local currency 
contr~butron from the Government of Uganda (GOU) In support of the USAID 
Investment In Devalopmg Export Agr~culture (IDEA) project has been brought to 
your attent~on The USAID Mlsslon is concerned that there has been no 
response from the Ministry of Fmance and as a consequence, the actrvrtles of 
the IDEA project contrnue to be compromsed by lack of local currency funds 

As you are aware, the lnvestment In Developmg Export Agriculture (IDEA) 
project IS bemg jointly rmplernented by an agreement between USAID and the 
Mlnrstry of  Trade and Industry Under the project Grant Agreement signed by 
the Government of Uganda (Mln~stry of Frnance) and the Un~ted States Agency 
for lnternatronal Development (USAID) on September 28, 1993, the IDEA 
project was to recelve host country contrrbutton In the equrvalent amount of 
$1,000,000 or USh 1 bdlron over 4 years These contributrons have been 
erratrc and considerably short of the amount specrfred In the agreement For the 
two fiscal years 1995196 and 1996/97, the total GOU contr~but~on has been 
USh 151,427,000 or about 30% of the 1st and 2nd year target Moreover, all 
GOU counterpart funds recerved were exhausted as of December 1, 1997 and 
no funds have been recelved for GOU frscal year 1997/98 As a consequence, 
certain cr~trcal activltres have been jeopardrzed 

T h ~ s  letter IS to re-emphas~ze to you that ~t IS imperative for the GOU to meet ~ t s  
obl~gat~ons as set out In the agreement W~thout GOU contributions IDEA w ~ l l  
have to be re-evaluated and actrvltles run the r~sk  of being severely curtarled or 



ehmlnated altogether. Obviously, we sincerely hope that we w~ll be able to 
continue all activities and achieve the goals which we have worked together to 
ident~fy It Is w ~ t h  thls In mmd that I am requesting that we meet at your 
earhest convenience to d~scuss how we m~gh t  mutually resolve this issue 

Sincerely, 

Donald B Clark 
Missron D~rector 

cc Mr. Ralph Ocan 
Permanent Secretary 
Ministry of Trade and Industry 



MEMORANDUM 
Agribusiness Development Centre (ADC) 
ijganda's Investment m Developmg Export Agr~culture (IDEA) Project 

Date October 7, 1997 FO-79 

To Ron Stryker COTR 

From Chve Drew, COP , @z&/ 
Thru Gaudensla Kenyangl, AIPMS 

Subject IDEA Counterpart Fundmg Negat~ve Impacts 

Under the PROAG, dated September 28, 1993, IDEA was to receive host country 
contribution in the equivalent amount of $1,000,000 over the imtial 5 year hfe of the 
project, amounting to 4% of USAID's contribution (other goods and services excluded) 
Our host mmstry IS Trade & Industry 

The first year of the project commenced m February 1995, (after protest of the lmtlal 
contract anard in September 1994 was resolved) but funding had not been appropriated for 
the GOU 1994/95 FY Therefore, it was agreed between USAID and GOU that IDEA 
would recelve the equivalent of $250,000 per year over 4 years, commencing in the 
1995196 FY 

Contributions have been erratlc, of varlous amounts and considerably short of the agreed 
amount For the two fiscal years 1995196 and 1996197, the total GOU contribution has been 
USh 151,427,000 or about 30% of target Our last remittance was m May 1997 

We have various commitments/obligat~ons for the current year and these expenditures are 
in excess of any fundlng within the mst~tutional contract 

What are some of the Impacts of not having this fundmg 

Market Information System The ADC clients have always expressed the need for 
accurate and tmely market information We responded to thls need ana established a 
market information office m the ADC that operates with counterpart funding It has a 
Market Information Manager, computer with mternet hookup and subscrlptlon to a number 
of trade information sources We produce weekly Hlgh Value market reports and Low 
Value reports twlce a month which are wldely circulated to ADC cllents who fmd them 
very useful The centre also performs custom market surveys There IS close collaborat~on 
with the MTI Market News Serv~ce, FEWS and UEPB Market lnformatlon IS a valuable 
servlce performed by the ADC 

Market Contact Vmts A large number of international market contact vlsits and trade 
fairs are funded wlth local currency This provides the opportumty for Ugandan producers 
and exporters to mahe direct contact with overseas buyers, to display their commodltles and 
to witness quallty standards, packaging, phytosamtary standards, shipping and receiving 

Iog~stics, product condltlon on arrival, and what the compet~tlon IS offermg This one-on- 



one exporter buyer contact is very important as a confidence builder Most of these visits 
are to Europe, although some have also been made to the PTA region and the Middle East 
Commodity groups include fresh produce, flowers and spices We recently sponsored a 
joint stand with the Coffee Development Authority at the Royal Show and an exhibition at 
IFTEX flower show in London (where several of the Ugandan exporters attended at their 
own expense) 

International Train~ng/Conferences Again, the a m  is to I~nk  Ugandan producers and 
exporters w ~ t h  international entities, slnce we are dealmg wlth exports in a competitive 
world Local currency has funded events such as traimng on essential oils and vamlla m 
China, the International Consultation on Tropical Fruit (where Uganda was appointed the 
Africa regon Chairperson), farmer v~sits to Kenya, etc We have several major tramng 
event comrnltments This includes sponsoring 25 rose managers and interested parties to 
Zunbabwe In early November and to the Dutch auctions in early December There are also 
about 4 other conferences that qualified NTAE clients are normally sponsored each year 

IDEA Steermg Comrn~ttee The IDEA Steermg Committee (ISC) IS the overall body 
prov~ding guidance to the project It comprises 16 private sector and public sector 
stakeholders and is instrumental in steerlng the project on such matters as geographic and 
commodity focus, it provides input to our annual work plans and approves them, it 
approves USAID grants under IDEA, it approves the counterpart funding expend~ture 
requests, and members provide input during project evaluations The ISC has been actively 
involved over the hfe of the project and w~thout funding to facilitate it and allow field v~slts 
to project sites/ beneficiar~es the ISC would dismtegrate 

Although counterpart funding to the project is less than agreed, and erratlc In frequency and 
amount, it is a valuable complement to funding prov~ded to IDEA from USAID The funds 
can also be utilized in an expeditious manner, since they are held m a local bank account, 
once received, and ISC approval is the only requ~rement Wlthout fundmg, all of the above 
activities would have to be canceled Without market information, market contact vis~ts, 
international exposure and an active steerlng committee the project would falter There 
would be a deterioration in stakeholder interest since ADC services would be curta~led, 
sense of ownersh~p would be lost and we would become just another donor project, w ~ t h  
hmited direct assstance to NTAE development The overall loss of morale would 
precipitate this decline 



MEMORANDUM 
Agribusiness Development Centre (ADC) 
Uganda's Investment m Developmg Export Agriculture (IDEA) Project 

Date November 24 1998 FO- 157 

To Ron Stryker COTR 

From Clive Drew COP 

Thru Gaudensla Kenyangi A/PMS 

Subject IDEA Counterpart Fundlng 

I refer to former Memo FO-77 attached hereto whch gives a brref account of counterpart 
fundrng under the IDEA project 

The PROAG stated there would be the equivalent of $1,000,000 provrded by GOU over 4 
GOU fiscal years 1995196, 1996197, 1997198 and 1998199 burrng the first 2 fiscal years 
we recelved USh 151,427,000 then nothrng during 1997198 except for some bridge fundmg 
of USh 29,120,000 from USAID after our appeal to keep some critrcal programs rumng  

In the budget submissrons to GOU for FY 1998199, 1999100 we requested amounts of USh 
405,000 000 and USh 365,000,000 respectively T h s  IS shown in the attached budget 
submlssron Due to the efforts of USAID In d~scussmg the matter wrth the Mmstrles of 
Flnance and Tourrsm, Trade & Industry we have received some fundmg In 1998199 To 
date, the amount is USh 66,666,666 but we have no assurance of when the next release w11l 
be made or the amount (although I heard on the grapevrne that lt will be about USh 
15,000,000 and wrll be released by Christmas) 

The difficulty we have IS not knowrng the amount or tunrng of releases from GOU, whrch 
makes it almost lrnpossrble to do any forward p lamng The track record shows amounts 
are much lesss than requested or what IS shown in the GOU budget Prior to the recent 
releases we had to termrnate our market news officer and publication of our regular news 
bulletrns We had even suspended our IDEA Steering Commrttee (stakeholder) meetrngs 

If we had a mechamsm whereby there was a reasonacble guarantee that funds would be 
available, our programs would be more active, and rt would supplement what IS available In 
the Chemonlcs inst~tut~onal contract, and the USAID direct grants m support of NTAE 
development GOU cannot make any budget guarantees, so what would be ideal IS a 
mechanism that would underwrite the budget by maklng up any GOU shortfall 

Over the next 3 years our budget submissions shall remain at $250,000 per year (or their 
equivalent in USh at the prevailing exchange rate Our assumption is that GOU will make 
good on about $100,000 per year, leavrng a shortfall of $150,000 Anythrng that USAID 
can do to accommodate this shortfall would be appreciated and would allow us to fully 
execute our annual work plans 



Mln~stry of Fmance 
PIPIDevelopment Budget Estimates Form 

Budget Head TRADE AND INDUSTRY 

Project Code AG51 (A) - 1091CRPSl93 

Project Name DEVELOPING EXPORT AGRICULTURE D~stricts 

Old ProjCode 

fxpendlture 
I00 - F~xed Assets 

CONSTRUCTION AND BUILDINGS 
MACHINERY & EQUIPMENT 
ROADS 
TRANSPORT VEHICLES 
TRUCKS 
CARSIPICKUPS 

OTHER FIXED ASSETS 
200 Payments to Personnel 

21 1 LONG TERM EXPERTS 
221 CONSULTANTS 
231 LOCAL SALARIES &WAGES 
241 INCENTIVES & ALLOWANCES 

300 - Non Wage Goods and Servces 
311 TRAINING 
321 VEHICLE 0 & M 
331 CONSUMABLES 
341 UTILITIES 
391 OTHER GOODS & SERVICES 

400 - Taxatton 
41 1 TAXATION 

TOTAL EXPENDITURE 
Funds Secured 
Fund~ng Gap 
FOREX RATE 

997198 Budget 

Project Manager 
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GOU CONTRIBUTION TO IDEA PROJECT TO DATE 

Balance on account ( Un Recon ) 



MEMORANDUM 
Agnbusiness Development Centre (ADC) 
Uganda's Investment in Developing Export Agriculture (IDEA) Project 

TO Mr Ron Stryker, SO1 

FR Clive Drew, Chief of Party 

THRU D~ana Atungire A/PMS 

DATE 

SUBJ IDEA Counterpart Funding 

We hereby request approval for br~dge fundmg Our counterpart funding has been exhausted 

with no ~mrnedrate relief In slte Whereas action IS bemg taken with Mlmstries of Trade & 

Industry and Finance to address the problem, realistically we cannot expect an ~rnrned~ate 

resolut~on or flow of funds You were certainly able to share the sentiment of the IDEA 

Steering Comrn~ttee at the meetmg yesterday, and also the lrnportant guidmg role the ISC plays, 

somethmg we would not want to see disintegrate due to lack of funding 

Some areas are of cr~tical mportance/t~me sensitive so the followrng budget represents what 

IDEA and its Steermg C o m t t e e  consider to be prlority funding actlvlties over the next 6 

months These Items are normally covered wlth counterpart funds 

Bridge funding requirements are shown In the attached budget This is cons~dered an absolute 

bare bones budget, nothmg more than a maintenance program 

If you can source fundmg, then payments can be made drectly to the Investment m Developing 

Export Agriculture account (wh~ch 1s the separate counterpart fundmg account for IDEA) on a 

monthly bass, or other arrangements that are most convement 

Obviously we would appreciate any assistance you can Identify, given the critical nature of 

Items such as meeting payroll obl~gat~ons for the Market Information Manager And we do 

cross our fingers that GOU can meet its obligations 



IDEA LOCAL (GOU COUNTERPART) CURRENCY BUDGET 

Market Information Manager position 

6 months @ USh 1 520,000 per month 

(December 1997 - May 1998, inclusive) 

Fleld support actlvlt~es for Peace Corps 

Volunteers asslstrng IDEA 

@ USh 1,000,000 per PCV (5 no ) 

Maintenance support for IDEA supplled 

equipment to Makerere Umversity 

@ USh 500,000 per month (6 mo ) 

High prlority Trade Fans & International 

Conferences @ USh 3,000,000 each (2 no ) 

High prlorlty Market Concact v~sits 

@ USh 3,000,000 each (2 no ) 

TOTAL 

USh 9,120,000 

USh 5,000,000 

USh 3,000,000 

USh 6,000,000 

T JSh 6.000.000 

USh 29,120,000 
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Industry Sr Adv~sor 

United States Agency for Ron Stryker 
Internat~onal Development (USAID) SO 1 Team 

Hortrcultural Exporters Assoc~ation Sam Qbalama-Katumba 
(HORTEXA) Chauman 

Uganda Gram Exporters Assoclahon Mr Sharma 
(UGEA) Lua M~llers 

Uganda Natlonal Farmers' Hon Chebet Malkut 
Assoc~atlon (UNFA) 

Uganda Floncultural Association Harnet G Ssal~ 
(UFA) Charperson 
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(UNVA) Chauman 
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Vmcent Ssenyonjo 
Chaman  

Uganda Export Promot~on Board 
(UEPB) 
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Robert Rutaagl 
Executwe Duector 

Dan~el Nsubuga-moyo r 
Nat~onal Agricultural Research Prof Joseph Muk11b1 

Makerere Unwersity Faculty of Dr E N Sablit~ 
Agriculture & Forestry Assoc Prof and Dean 

Uganda Investment Authonty (UIA) Kyoratungye Karamente A 
Agnbusmess Investments 

Mm of Finance, Planning & 
Economlc Development 

Mrs Florence Kuteesa 
Ag Asst Comm~ss~oner 

Davld Lule 
Executwe Committee 

The Un~ted States Peace Corps Ms Portla Will~ams 
Assoc Duector 

Augustme Mwendya 
Chief Executive Sec 
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Development (VOCA) 

IDEA Project 
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Country Duector, Uganda 

Cl~ve Drew, Ch~ef of Party 

Mr Silver Ojakol 

Dr M W Okot 

Ms Grace Kyokunda 

Grace Murengezi 

Amos Mwesrgye 1 
Mark wood I 



Annex 5 
Uganda IDEA Project External Evaluat~on 

Scope of Work 

I Background 

The Uganda Investment m Development Export Agriculture (IDEA) project is an irutlal five- 
year USAID-funded program effort mplemented through an lnstitutional contract with 
Chemonlcs International Inc The contract is a level-of-effort, estimated cost plus fixed fee 
contract In addition to the contract, the IDEA project provides funding for grants issued by the 
USAID SO1 office, which have techmcal oversight by the mstitutional contract The project's 
current dates are February 1995 - February 2000 The mstitutlonal contract has a pre-competed 
option to extend services for an additional 4 33 years Accordmg to the contract, USAID may 
declde to extend the PACD to June 23, 2004 or some mtermed~ate date by arnendrng the 
project IDEA'S project purpose is to mcrease production and marketmg of selected Ugandan 
nontradihonal agricultural exports (NTAEs) The overall goal is to mcrease mcomes from 
selected nontraditional agricultural exports Increasing and diversifymg Ugandan NTAEs wdl 
contribute to mcreased national foreign exchange e m g s  and mcreased mcomes for male and 
female producers, exporters, and others mvolved m NTAE transportation, processmg, and 
packagmg The IDEA project IS a key component of USAID's SO1 office contributmg to the 
strategic objective of "mcreasmg rural household incomes" 

Section C 7 of the IDEA contract states that USAID and the Contractor wdl undertake a 
detailed review and evaluation of the 5-year contract's scope of work, budget, etc Thls is to be 
done at month 30 and between month 57 and 60 The first evaluation was conducted by USAID 
m March of 1997 or month 25 While this current evaluation is slightly ahead of schedule (the 
project is currently m month 46, i e December 1998), it is important to conduct the evaluation 
now in order for USAID to adequately plan through the period of the Strategic Objective of 
2001 or possibly longer Therefore, this evaluation wdl provide the basis for exarmrung lrnpact 
to date, and for estmahng the kmd of effort as well as the level of effort needed in the future 
consistent wlth the Strategic Objechve of SO1 The evaluation mcludes both the lnstitutional 
contract and non-contract grant achvities In addition to p l a m g  for the needs and/or 
adjustments that may be needed within the overall context of the IDEA project, the tmmg IS 

also particularly mportant so that an informed decislon can be made by the SO1 office 
regarding the institutional contract option well m advance of the expiration of the current 5 year 
contract, allowing a smooth transition to occur 

Due to the changing economic context in which the project now operates, it is mportant to 
examme the overall project purpose, ~ts structure and cornrnod~ty and geographic focus Due to 
per~odic poor weather and civil disturbances, food security remains as a major issue in certain 
parts of Uganda Uganda's five year agriculture modemation plan (a work in progress) calls 
for continued emphasis in modemmg the agriculture sector and focusing on increased 
cornmerclally oriented production for regional and international nontraditional exports The 
draft modemation mplementatlon plan document recently presented to the Consultative Group 
recognizes the USAIDfIDEA as an lrnportant element contributmg to the plan In this context, 
as well as from USAID's perspective, it is lrnportant that issues of food security and 
agricultural diversification, export focus, equlty issues, and employment generation are 
addressed 



Based on the previous evaluation, progress reports and other momtoring of the IDEA project, 
USAID/Kampala has evidence that the project is malung a sigmficant Impact, especially at the 
purpose level and has largely met or exceeded its objecbves The project's sem-annual reports 
chromcle the lmprovements and results m NTAEs and the Mission regularly uses this 
~nformation in its annual reportmg requirements (R4) to USAID Washington For this reason, 
USAID/Kampala wishes to move the second evaluation forward m tune for purposes of 
assistmg the Mission regardmg the strategic question of the relevance and focus of the IDEA 
actlvity for the future This does not ellmlnate the need to undertake a retrospective evaluation 
Indeed, this mdependent evaluabon of Impact covemg the penod since the last evaluation to 

date, is especially relevant for determmmg what kmd of future effort is required Thus, this 
SOW places a premium on documentmg current Impact, exammng mvestments to date m the 
commodity focus approach, and strategic deveIopment/plammg for the future If the evaluation 
team believes justification for the IDEA project exists beyond current end dates, the team wdl 
recommend what elements and level of effort should be mcluded in an mstitutional contract and 
what elements and level of effort should be outside of contract 

I1 Scope of Work 

An external team consisting of two mdividuals will conduct th~s  external project evaluation One 
person will be an agriculture economist farmliar with food policy and national/regional food 
security issues, and agribusmess/diversificabon/NTAE matters m East Africa and Uganda m 
particular A second will be experienced m crop production and post harvest 
handlmg/marketmg and stakeholder linkages m East Africa Both should have sigmficant prior 
experience with smdar projects m other developmg countries One mdividual wdl be the team 
leader and as such wlll be ultimately responsible for the tunely deliverable of the draft 
evaluation and the final evaluation report to USAID 

As noted in Background Section, the overall tasks are to (1) Evaluate Impact to date of the 
IDEA project, the contractor and its collaborators/partners, (2) Recommend reasonable and 
achievable next steps for the Mission to consider m its future programrnmg support, consistent 
with the GOU Agriculture Modermzabon Plan and with USAID's SO1 objective to mcrease 
household mcome Recommendations should address future competitiveness, emphasis and 
level of effort on nontraditional production and marketmg of specific commodities for export of 
high and low value commodifies, (3) Provide economc rationallzation that support 
recommendations regardmg domestic food security, diversification, commercialuation of 
agriculture, and factors related to equity, women and disadvantaged, household mcome 
generation, foreign exchange eamngs, and contribution to GDP If alternative approaches are 
recommended that would increase economic benefit, economic rationaluation shall be provided 
to support recommendations 

The external team must possess a clear understanding of section C, scope of work, of the 
Uganda IDEA contract, the grant component of the IDEA project, the context in which the 
project operates in Uganda, and project accomplishments achieved thus far The team w~ll have 
full access to all the documents generated by the Agribusiness Development Center, 
unclassified USAID reports, other donor reports, and GOU reports 

Apart from meetings with the USAID/Kampala Mission and the ADC/IDEA TAs, the external 
team w~ll obtain input from other stakeholders, including the IDEA Steering Cornminee (ISC), 
PL-480, Ministry of Agriculture h m a l  Industry & Fisheries, Mimstry of Trade & Industry, 



Uganda Export Promotion Board, National Agricultural Research Orgarmation, FEWS, ADC 
cllents, and others as required by the team 

I11 Key Tasks 

The external evaluation team will address the followmg specific issues/points 

Examme the progress the contractor has made with the SIX project components mcludmg 
accomplishments and outstandmg tasks Parhcular attention wlll be given to exmnatlon of 
the commodity focus, the range and rmx of commodihes with a view to ascertam the best 
mlx of key low value food security crops and key h g h  value commod~ties where maxunum 
Impact and compehhve advantage can be achleved over the remamng life of project The 
commodity analyses should also take mto account constramts and/or opportumhes related to 
busmess, finance, associations, t r a w g ,  etc 

1 Low Value Commodity Production and Marketmg 
2 High Value Commodity Production and Marketmg 
3 Busrness and Flnance 
4 S t r e n g t h e n  of Associations 
5 Educahon/Tramg 
6 Project Momtormg and Evaluation 

Examme the current status of the project' s End-of-Project status (EOPS) mdicators 
mcludmg accompl~shments and outstandmg tasks 

1 Increases m export value and farm gate value of malze and beans as measured by 
the rndlcators m the contract and reported by SO1 

2 Increases rn export value of high value commodihes as measured by the indicators 
m the contract and reported by SO1 

3 At least 40% of high value producers, out growers, hired labor, and exporters 
assisted by the project are women 

Identlfy progress through the grants component of the project and any possible constramts 
to project lmplementatlon includmg the soclal and polihcal cllmate, management of grants 
by the SO1 office, and sustainability factors such as bulldmg capacity through grants to 
indigenous commodity associations The grants provision under the project will be 
exammed, pmcularly with respect to how to Improve upon unplementation modallties 

Examme the lmpact and contribution that the project will have towards the USAID SO1 and 
the Mission's overall Country Strategic Plan 

Identify ways in which the project can assist rn accomplishing Uganda's five year 
Agriculture Modemation Plan mcluding what kmd of contrnued emphasis should be glven 
to modernlzlng the agriculture sector and focusmg on mcreased produchon for regional and 
international non-trad~tional exports 

Recommend any addition or ellmination of activities under IDEA'S scope of work that will 



better lead to the accompl~shment of the Mlss~on's S o l ,  and Uganda's five year Agriculture 
M o d e m t ~ o n  Plan goals T h ~ s  may mclude recommendmg level of effort that USAID 
should cons~der for the next five years or some mtermed~ate date In addition, th~s  may 
mclude recornrnendmg a contract extenslon keepmg m m d  that such an amendment and 
extenslon, IS subject to USAID approval and the avallabdity of funds 

Identify the lunds and amount of long term local and expamate p e r s o ~ e l  posit~ons and 
short term posioons, and assoc~ated level of effort that USAID should cons~der for future 
progra-g 

Prepare a results framework m suffic~ent detad for any recommended extended part of the 
project 

The external evaluatlon team wlll present a draft evaluatlon report to the USAID SO1 Team 
Leader for review wh~ch detalls the f~ndmgs l~sted under key tasks m th~s  scope of work 
USAID wdl have two weeks to review the draft evduahon report and provlde wntten feedback 
The Evaluaoon team leader wlll then have one week to produce a final evaluat~on report for 
dellvery to USAID The evaluatlon team wdl also make themselves available for an oral 
presentation to USAID and to key Government of Uganda officials, as appropriate 

V Level of Effort and T m g  of the Ass~gnment 

The assignment requlres up to three weeks of level of effort for each member of the evaluatron 
team T h ~ s  level of effort mcludes tme spent w1th111 the project office m Kampala, Uganda, 
selected field locaoons, sufficient tune to read background matenal (list to be prov~ded 
separately), wrlte the draft evaluat~on report, finalize the evaluatlon report, and make any oral 
presentations necessary 



Annex 6 
Reference Materials Used During the Evaluation Exerase 

A Baseline Survey on Cocoa Produchon m Selected Districts of Uganda, 1998 

ACDI VOCA News Letter September 1998 

ADC Commercialisation Bulletm # 16 on Dry Beans 

ADC Commerc~alisation Bulletm #11 on b e d  Fruits 

ADC Commercialisation Bulletm # 13 on Papam 

ADC Commerc~alisation Bulletm # 14 on Geraruum Oil 

ADC Commercialisation Bulletm # 15 on Maize 

Amplified Project Desmption 

Assessment of ADC/IDEA Project's Impacts on the Promotion of Beans m Kasese, 
%bade and Iganga districts, 1997 

Commercial Farmer Reference Manual Management, 1999 

Commodity Study for Impact Assessment of ADC/IDEA Project Irutlatlves on 
Passion Fruit, 1997 

EOP Status 2004 

Farm Gate to Export Market Study of Maize and Beans (Covemg the d~stncts of 
Kapchonva, Mbale, Iganga, Masmdl, Kasese, Rakai and Masaka) 

Fmal Draft on IDEA and Food Secunty - January 1999 

Final Report on Uganda Country competitweness Analysis - May 1998 

Finance Market Segmentation Sources of Flnance for Non-Traditional Apcultural 
Export Project m Uganda, 1995 

First Annual Plan of Work for IDEA Project, 1995 

Flrst Semi-Annual Progress Report Apnl 1 to Sep 30, 1995 

Fourth Annual Work Plant for IDEA Project Apnl 1, 1998 to March 3 1, 1999 

Fourth Semi-Annual and End of Second Year Progress Report for IDEA Project, 
1996 



H~gh Value Non-Tradrt~onal Apcultural Export Data Collechon m Uganda, 1997 

Impact Assessment of Ma~ze and Bean Program, 1998 

Mane, Beans and Soyabean Production and Sales Estimates for first season of 1997 - 
August 1997 

Manual for T r a m g  of Ap-mput Dealers, 1997 

Nat~onal Plan to produce and Transfer Postharvest Technologes under the 
Postharvest handlmg and storage project (KARI) m Uganda - November 1998 

NTAE Investment Opportumty Forum - March 26, 1998 

Marketmg of Uganda's Apcultural Cornmod~hes - 30h January 1997 

Paclung Fresh Produce for Export fiom Uganda, 1996 

Fifth Annual Work Plan for IDEA Project Apnl 1, 1999 to Feb 23,2000 

Proceedmgs of a Tramng Workshop on Postharvest Constramts facmg Non- 
Trad~bonal Agmcultural Export Crops for Uganda Nabonal Farmers Association 
Distnct Coordmators and extension Personnel, 1995 

Project Data Sheet 

Recornrnendabons for Improved Shea Nut Butter Processmg m Northern Uganda 

Results Revlew and Resource Request 

Second Semi-Annual Progress Report for IDEA Project, 1996 

Semi Annual Report for Post harvest Handlmg and Storage Project (Nov 1, 1997 - 
Apnl30, 1998) 

Sixth Semi-AnnualfEnd of k d  year Progress Report for IDEA Project, 1998 

Socio Econom~c Baseline Survey (Vol 11) 1996 

Soc~o-Econom~c Baseline Survey (Vol 1) 1996 

Statement to the December 1998 Consultatwe Group Meetmg Towards a Sector W~de 
Approach m Developmg a framework for the Modemsation of Agriculture m 
Uganda 

The Harvest Hand Concept Paper 



41 The Appropnateness and Effectiveness of Drama as an Agricultural Extens~on Tool, 
1998 

42 Thud Annual Work Plan for IDEA Project Apnl 1, 1997 to March 3 1, 1998 

43 Tramer's Manual of a T r a m g  of Tramers Course on Safe and Effectwe Use of 
Ago-Chemicals 

44 Ugaflor '98 'Consolidatmg the Uganda Flower Export Industry' 

45 Uganda Apbusmess Highlights Issue No 1 to No 8 

46 USAID Country Strategx Plan for Uganda FY 1997 - 2001 

47 USAIDRJGANDA Investmg m Development Export Agriculture Evaluation Frnal 
Report, 1997 
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Hon Manzt Turnubwemee, Mnister of State for Tounsm, Trade and Industry 
S P Kagoda, PS, Mtmstry of Tounsm, Trade and Industry 
Nimrod Wamala, Sr Advisor, Mntstry of Tounsm, Trade and Industry 

Professor Joseph Muluibi, Ihrector General ofNARO 
Geoffrey Mrema, Executwe Secretary, ASARECA 
Silm Nahdy Ihrector, KARI 
Dents Kyetere, NARO Malze Programme Coordmtor 

Nimrod Wmala, IDEA Steenng Committee Chatnnan 
M W Okot, MUFAF, IDEA Steenng C o m t t e e  
David Lule, HORTEXA, IDEA Steenng Comrmttee 
Robert Rutaag, UEPB, IDEA Steenng Commtttee 
Davtd Nsubuga-Ktkoyo, MAAIF, IDEA Steemg Comrmttee 
Kyoratungye Karamente, UIA, IDEA Steemg Committee 
Augustine Mwendya, UNFA, IDEA Steemg Commtttee 
Vlncent Ssenyonjo, UFEA, IDEA Steemg C o m t t e e  
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Ida Batwala, UNVA, IDEA Steenng C o m t t e e  

Daudi Kaliisa, ACDWOCA 
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Bernie Runnebaum, ACDWOCA PL-480 
Scott McNiven, ACDWOCA PL-480 

Clive Drew COP, IDEA Prqect 
Mark Wood, LV, IDEA Project 
Martm Warnanlala, LV, IDEA Project 
Steve New, HV, IDEA Project 
Kaggwa Umran, HV, IDEA Project 
Alphlne Kanmanmo, REE, IDEA Prqect 
Asaph Besigye, BAF, IDEA Project 
Peter Wathum, M&E, IDEA Project 
Joel Mubiru, Acct, IDEA Project 
Terry B m s t e r ,  APDFA-IORTEXA, IDEA Project 
Barbara Bray, STTA, IDEA Project 

Candace Conrad, Chemontcs HO 

Dawn Ltben, Mission Director, USAID 
Patrick Fleuret, Deputy Mtssion Director, USAID 
Denise Rollins, Program OfficerISOS, USAID 
Ron Stryker SO1 Team Leader, USAID 
Gaudensia Kenyang, SO1 PMS, USAID 

Robert Rose, FEWS 
Andrew Mutengu, FEWS 

Ulysses Acacio, ANEPPIPHH 

Randolph Hams World Bank Restdent Rep 
Hans Ltllelund DANIDA Counsellor, Development 
Yves Gtllet European Union 
Chns Van Haught, Dutch Embassy 
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Elizabeth Bolger, IFCD (Raka) 
Lutaya Yasin, Raka Farm Supply 
Silver, Cooperative Leader Rakai 
Bruno Matovu, Kmoni Produce Farm Nakasongola 
Mahmood Hudda, Mairye Estates 
Bram van Staaldumen, Lih Asha 
Hassina Khan, House of Spices 
Jim Kava, Distnct Coordmator Rakai 
Florence Kata, Harvest Internatma1 
Sam Gbalama Katumba, HORTEXA Charman 
David Lule, COSEDA 
Alice One@, Free-Chem 
Tom Opio, CEI 
John Muwanga, Cocoa Development Project 
Angello Ndyaguma, Fruits of the Nile 
Shaun Ferns, IITA 
Roger Kxkby CLAT 


